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Abstract 
The concept of empowerment has been a popular subject among 
management researchers and practitioners. Despite its popularity, there has been 
little empirical research conducted on understanding what empowerment really is. 
The objective of this research is to examine the construct, empowerment, with a 
holistic approach so that a better understanding on the construct can be developed. 
The results of the empirical study in this research proves that 
empowerment is a process of change which involves both psychological and political 
components in an organization. But this process of change only develops a setting in 
the organization for the empowerment process to take place. The real meaning of 
empowerment is actually the employee's perception developed from this 
empowerment process. This kind of perception is measured by the variable named 
as perceived empowerment climate in this research. 
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On the other hand, this research has established an argument that 
empowerment is more than just a delegation of power. Rather, this research has 
developed the argument that the sense of self - worthiness is a more important factor 
in generating the empowerment process which eventually leads a better perceived 
empowerment climate in an organization. 
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The concept of empowerment and its related management practices 
has been a popular subject among management researchers and practitioners 
(Atchison, 1991; Bowen and Lawler, 1992; Brymer, 1991; Bushe, Havlovic, and 
Coetzer, 1996; Conger, 1989; Conger and Kanungo, 1988; Ford and Fottler, 1995, 
Keller and Dansereau, 1995; Spreitzer, 1995a，1995b, 1996; Zimmerman, 1990, 
1995; Zimmerman, Israel, Schulz and Checkoway, 1992; Zimmerman and 
Rappaport, 1988). Empowerment is also popular with the business practitioners and 
the practice of it is common, especially in the service industry in companies such as 
American Airlines, Marriott, American Express, and Federal Express (Zemke and 
Schaef, 1987). Despite its popularity, most of the previous researches are more on 
the subject of finding the impact of empowerment and there has been little empirical 
research conducted on what exactly empowerment is. As a result, our understanding 
of empowerment and its underlying process remains limited (Conger and Kanungo, 
1988). 
Empowerment has also been recognized as an important subject in the 
process of change in the organization. The topic of empowerment has been widely 
discussed in the management literature and advocated by management scholars as an 
important step that one needs to take in transforming the organization in dealing with 
the rapid changes in the business world (Harmon, 1997: 239, Kanter, 1997). It has 
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also been recognized that the traditional bureaucratic boundaries in the organization 
that box people in and keep them from making the most effective use of their skills 
and knowledge needs to be dissolved. Scholars and business practitioners have been 
trying to replace the bureaucratic boundaries by providing more power to the 
employees and implement empowerment in the system (e.g. Dmcker, 1989; Handy, 
1994). Also the process of dissolving the bureaucratic boundaries has created 
confusion and threat to the traditional managers who have held a strong belief in the 
"control and command" ways of management (Handy, 1994). However, to what 
extends should employees be empowered and what is the employee's perception on 
empowerment are still the two main questions not clearly addressed in the previous 
literatures. On the other hand, as stated by Bennis and Mische (1997), the degree of 
empowerment is important; either too much or too little can lead to a failure in the 
organization. Bennis and Mische (1997) also stated that too much empowerment 
will lead to a dilution of the leadership, too little will not challenge the traditional 
doctrines while providing phantom empowerment will make empowerment as only a 
buzz word in the organization. However, what is too much and what is too little 
empowerment? There is still a lack of a measurement tool or a model developed in 
answering this question. Another objective of this research is to develop a model in 
measuring the degree of empowerment in the organization. 
On the other hand, it has been recognized that the future organization 
is going to have a more compressed structure and the responsibilities are going to be 
consolidated. Through this process of change in the organization, employees are 
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required to make their own decision and to accept a share of the broader 
responsibility and ownership in their job. However, the main issue remains to be 
what makes the employees accept the extra power and exert it in achieving high 
quality of work in the organization. 
Majority of the previous researches has been concentrating on how 
organization can have empowerment in the work place, but there had been limited 
studies on the perception of the employee on the subject of empowerment. In fact, 
empowerment is based on the choice of the employees who will only choose to be 
empowered if they think it is the right thing to do. What are the factors that will 
affect employees to make that choice is another important aspect covered in this 
research. Similar to the leadership literature, empowerment is also based on the 
"social exchange" and "acceptance" view (Blau, 1975, Homans, 1974) and this 
research will study the factors that will influence the employees to make the decision 
of choosing to be empowered. 
At the same time，it is important for management scholars to have a 
clear concept on what exactly empowerment is. A review of the literature has shown 
that most of the literature concentrates on the implementation process or the impact 
of empowerment in an organization. While empowerment, as a construct, has 
received limited analytical treatment from management scholars and there is a lack 
of theory development on empowerment (Conger and Kanungo, 1988). In fact, 
empowerment is being operationalized in different perspectives, namely, 
psychological perspective, which studied the construct based on the cognitive 
changes within the employees (e.g. Block, 1987; Conger, 1989; Conger and 
Kanungo, 1988; Gutierrex et al., 1995; Keiffer, 1984; Keller and Dansereau, 1995; 
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Kizilos, 1990; Spreitzer, 1995a; 1995b; 1996; Thomas and Velthouse, 1990; 
Thorlakson and Murrayl996; Zimmerman, 1995; Zimmerman and Rappaport, 1988; 
Zimmerman et al., 1992 ) and the political perspective, which studied the construct 
based on the system i.e. political changes in the organizations (e.g. Ford and Fottler, 
1995; Foster-Fishman and Keys, 1995; Perkins, 1995; Perkins and Zimmerman, 
1995; Randolph, 1995). Also, it is common to see that empowerment is 
operationalized as a management tool in creating a team or increasing the 
effectiveness of the operations and the research under this category are commonly 
found in practitioner oriented literature (e.g. Atchison, 1991; Bergmann and De 
Meuse, 1995; Bowen and Lawler III, 1992; Brymer, 1991; Bushe et al., 1996a; 
1996b; Khan, 1997). However, these studies are not completed as there is a lack of a 
strong empirical study on empowerment and because of this, there is a lack of strong 
theory development on the construct. Another objective of this research is to have an 
empirical study on empowerment, which will lead to a further theory development on 
the construct. 
On the other hand, the term empowerment has been widely used in 
both psychology and sociology fields in dealing with issues of the powerlessness of 
such groups as women, African Americans, and people with disabilities. A review of 
the literature in these two fields has shown that the studies on the construct are 
basically based on perspective of how to create a sense of empowerment. In fact, the 
study of the construct in these two fields can provide lot of practical insights for 
management researchers. 
To conclude, this research will employ a diverse approach in studying 
empowerment and integrate the studies found in management, psychology and 
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sociology literatures. Having an empirical study on the construct, this research is to 
aim at developing a better understanding on the question of: what is the employees' 
perception of empowerment? The level of analysis in this research will remain on 
the individual level; i.e. this research measures only the impact of empowerment on 
individual members in the organization. 
The potential contribution of this research is to enhance the theory 
development on empowerment by conducting an empirical study on the employee's 
perception on empowerment. At the same time, a model, based on the findings of 
the empirical study, will be developed in measuring the degree of empowerment in 
the organization. The developed model will further enhance the theory development 
on empowerment, as it will conceptualize the construct based on a measurement 
scale. 
This research can be divided into five sections. Section 1, which 
covers Chapter 2, covers the review of the previous literature and a summary oftheir 
findings. Section 2, which covers Chapter 3-6, is to establish the concept of 
empowerment as a process and a model of empowerment process is developed. 
Section 3，which covers Chapter 7-9, covers the design of the research and its 
findings. Section 4, which covers Chapter 10, covers the discussion of the research, 
its practical implication and the conclusion of this research. 
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Chapter 2 
Empowerment 一 What is it? 
A Literature Review 
A review of the literature (for the summary of the key literature, 
please refer to Appendix I) has shown that the study of empowerment is in its early 
stage and there is no agreed definition of the term. This is why most people agree 
with Maton and Rappaport (1984) that empowerment is easy to explain in its 
absence. It is generally agreed that lack of empowerment results in alienation, 
powerlessness, and helplessness (Eylon, 1993). On the other hand, the impact of 
empowerment is difficult to define as it takes different forms for different people and 
different contexts (Eylon, 1993). However, as stated by Maton and Rappaport 
(1984), empowerment is "like obscenity, we know it when we see it." Without a 
clear understanding of the construct, there is a limited progress of theory 
development in the study of empowerment. That is why further in-depth study is 
needed ifresearchers are interested in understanding more about the construct and its 
implementation. This chapter will provide a summary on the theory development in 
studying empowerment. To provide a better understanding on the different 
dimensions employed in previous studies, a typology based on the psychological and 
political dimensions will be presented. 
Empowerment under different labels 
Empowerment has also been studied under different labels such as 
employee participation, organizational democracy and worker control. All of these 
labels refer to the same general concept, yet all offer a slightly different flavor. The 
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key aspect of the previous studies is that, by involving employees, by having them 
participate in decision making, by making the organization more democratic, and by 
empowering employees, certain outcomes, such as employees' satisfaction and 
productivity, may improve. Although, they are under different labels, these kinds of 
studies actually can be well summarized as part of the employee involvement or 
employee participation program in an organization. 
In fact, there had been extensive studies on the topic under employee 
involvement/ participation by previous researchers. Cotton's (1993: 23) book has 
actually offered a good summary of the participation models from the previous 
studies as listed below: 
Table 1 Summary ofParticipation Models 
Lowin (1968) 
Process Participative decision-making 
Leads to Satisfaction of subordinate's and manager's motives (dependent on 
personality and attitudes, the extent, importance, and visibility of the 
issues, and the clarity of the process) 
Outcomes Subordinate's and manager's behavior and attitudes toward 
participation. 
Sashkin (1976) 
Process participation and psychological need (control over own behavior, task 
closure, positive relationships) 
Leads to Means of effect (psychological ownership, information flow, 
development of skills, development of shared norms and values) 
Outcomes Acceptance and commitment, quality, support, adaptive capacity of 
organization. 
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Locke & Schweiger (1979) 
Process Joint decision-making 
Leads to Value attainment 
Leads to Cognitive effects (increase in knowledge, information, and creativity 
in solving problems) and Motivational effects (greater trust, greater 
feeling of control) 
Outcomes Satisfaction and productive efficiency 
Schuler (1980) 
Process Participation 
Leads to Role clarification (reduced role conflict and role ambiguity) and 
Enhanced expectancy perceptions (performance-reward) 
Outcomes Satisfaction with work and supervisor 
Strauss(1982) 
Process Participation on issues (multiple forms and many different possible 
issues) 
Leads to Degree of control (from joint consultation to self-management) and 
Ownership (from none to completely owned) 
Outcomes Impact on society, survival of organization, productivity, and worker 
satisfaction 
Leana (1987) 
Process Joint decision-making 
Leads to Sharing of authority, not passing of authority 
Outcomes Subordinate satisfaction and performance 
Tjosvold (1987) 
Process Opportunity to discuss problems 
Leads to Constructive interaction (cooperative context and productive 
controversy) 
Leads to Effective problem solving (quality solutions, commitment to 
implementation) 
Outcomes High productivity and high morale 
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Conger & Kanungo (1988) 
Process Participative management 
Leads to Self-efficacy information (enactive attainment, vicarious experience, 
verbal persuasion, emotional arousal) 
Leads to Strengthening belief in personal efficacy (empowerment) 
Outcomes InitiatiorVpersistence ofbehavior to accomplish task objectives 
From the above table, one can see that there had been extensive 
studies on empowerment under different labels. These studies do provide good 
insights on empowerment and its effect in the workplace. However, the above table 
also has shown that there is a lack of the insights on what empowerment really is and 
the term, empowerment is not clearly defined. As stated above, the focus of this 
research is to study what empowerment really is instead of studying the outcome of 
empowerment. 
In summarizing the previous studies on employee involvement, 
Cotton (1993: 234) has listed the following characteristics of the optimal employee 
involvement program: 
1. Employees focus on their work and those factors that interact with 
their work. 
2. Employees have the power to make at least some changes, not just 
recommendations, concerning their work. 
3. The job changes are continuous and ongoing, allowing for further 
employee input. The modifications are not restricted to a single 
transformation or a short time frame. 
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4. The job changes are substantial for the employees, not minor or 
cosmetic changes. 
In studying the above characteristics, one can easily identify that the 
real employee involvement program is the one that should provide a more holistic 
point ofview on the changes created by such program. 
Another label that empowerment is being studied as is on the subject 
of participation in decision-making (pdm). In Locke and Schweiger (1979: 294) 
study, pdm is defined as a management technique that should be adopted only to the 
extent that it produces better outcomes than directive or authoritative decision 
making. On the other hand, Locke, Alvai and Wagner (1997) have established a new 
perspective, which focus on the attention on information exchange and knowledge 
transfer, on pdm. In their study, they have proposed that research and practice 
related to pdm be redirected toward a focus on information exchange and knowledge 
transfer. In their point of view, this redirection would lessen the tendency in existing 
research to identify participation as a means of influencing employee motivation and 
commitment, and increase the study of participation as a process of communication 
and coordination. In fact, the new direction set by Locke, Alavi and Wagner (1997) 
has also illustrated that pdm should be studied more as a process in which should 
include the study on the intervening variables such as degree of knowledge 
acquisition, information saturation or completeness of decision makers' information 
on one hand, and to assess the contingency elements such as task complexity, task 
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interdependence, information impactedness, knowledge differentiation and 
differences in the amount of training received in pdm. 
Based on the review of previous studies on empowerment under 
different labels, this research has developed the following insights; 
1. There is a vague definition of what exactly empowerment or the label such as 
employee involvement, or pdm, is. 
2. The studies of empowerment under different labels are more concentrating on 
measuring the results of the process rather than understanding more on the 
process. 
3. The labels under studied are more on an actual program such as employee 
involvement program, or quality circles, while empowerment is more than a 
program. In fact, empowerment is more as a concept than as an actual 
program in an organization. 
Based on the above insights, this research proposes another direction 
in studying empowerment process. Firstly, empowerment should be studied more as 
a concept than as a program in an organization, and because it is a concept, the study 
on the employee's perception plays an important role in understanding what 
empowerment is. Secondly, the focus on studying empowerment should be on the 
employee's perception rather than what outcome that empowerment creates. This is 
mainly because, without knowing the employee's perception on empowerment, the 
researchers may find that the outcomes, such as job satisfaction and increase of 
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productivity that they are measuring may be due to other factors rather than 
empowerment. With the above focus, this research is concentrating on studying the 
employee's perception on what empowerment is. Also this research will explore 
what factors will affect this perception. 
A Typology 
The literature review has revealed that previous studies of 
empowerment can be summarized as based on two main dimensions, namely the 
psychological dimension and the political dimension. The authors that are based on 
the psychological dimension are more interested in studying empowerment with the 
individualistic focus and tend to concentrate on the intra-psychic elements such as 
motivation and self- efficacy (Eylon, 1993). However, as stated by Zimmerman 
(1990), this approach may limit our understanding of the construct as it ignored the 
effects ofthe environmental influences. 
On the other hand, authors who base their studies of empowerment on 
the political dimension, are more interested in how the power being spread within an 
organization. The studies on this dimension are based on the environmental 
influences such as community setting, organizational structure and the job contexts. 
Their focus is on how to ensure that the people within the political system will feel 
having power on one hand, the leader still maintain power on the other (Elyon, 
1993). This approach is seen in the management literature whereby the business 
organizations are more interested in getting the benefits from having empowerment 
in the system rather than involving in great social changes within the system. 
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At the same time, there are literature based purely on observations and 
case studies and little considerations (not necessarily no considerations) were given 
to these two dimensions. These studies are found mainly in the practitioner or 
managerial literature which focus is mainly on results of empowerment rather than 
what actually empowerment is. This kind of literature generally defines 
empowerment in relation of providing power to the people and they usually have 
limited data support. 
On the other hand, there are also studies based on considerations, on 
a relative basis, both psychological and political dimensions. This kind of studies 
focus not only on how to have empowerment but also how to manage it. Research 
based on this approach focuses both on the community as well as the individual and 
the organization (Rappaport, 1987, Zimmerman, 1990, Zimmerman and Rappaport, 
1988). With the focus on both the psychological and political dimensions, research 
falls in this category usually provides better interpretation on what empowerment is. 
As a summary of the previous literature, a two by two metrix is 
developed in reviewing the theory development on the construct, empowerment. 
(Table 2) With this two by two matrix, a typology is developed as a general 
summary. In this typology, the vertical axis is measuring the emphasis on 




This is a two by two matrix based on the psychological and political 
dimensions. It has been arbitrarily, based on the study of the previous literatures, 
defined the focus of the literature by reviewing its contents. The level of high or low 
concentration on either dimension, i.e. the psychological dimension and the political 
dimension is based on the focus of the research or the article. 
Table 2 - A Typology on the previous literature based on two dimensions 
Conger, 1989 Rappaport, 1988 
？. Conger and Kanungo, 1988 Sashkin, 1976 
^ - Eylon, 1993 Schuler, 1980 
Foster-Fishman and Keys, Thorlakson and Murray, 1996 
Guiterrex and et al, 1995 Zimmerman, 1990 
Keller, 1995 Zimmerman, 1995 
Khan, 1997 Zimmerman and Rappaport, 1988 
Perkins and Zimmerman, 1995 
^ Perkins, 1995 
^ Spreitzer, 1995a, 1995b, 1996 
^ Thomas and Velthouse, 1990 
^ Zimmerman, 1990 
2 Zimmerman et al, 1992 
p Quadrant 2 
ft 
3 
| - Quadrant 4 
S Atchison, 1991 Bergmann and De Meuse, 1995 
Riger, 1993 Brymer, 1991 
Bowen and Lawler, 1992 Bushe et al, 1996 
Ford and Fottler, 1995 Kom, 1993 
Leana, 1987 
Locke & Schweiger, 1979 
r Lowin 1968 




Low Political Dimensions High 
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The first quadrant is categorizing the studies based on limited 
concentration on both the psychological and political dimension. These studies are 
more on the practical approach in studying empowerment. Although these studies 
provide limited theory development on empowerment, it does contribute to its study 
by laying out different factors, which contribute to a success in implementing 
empowerment in the workplace. 
The studies fall into second quadrant is those literature focus on the 
psychological dimension. These literatures are studying empowerment in term of the 
cognitive changes within the employees. Majorities of these literatures are based on 
empirical research and they provide a good base for the future theory development in 
studying empowerment. However, these studies do provide limited insights on the 
impact of the political system on the process of empowerment. 
The studies fall into the third quadrant is those literature focus on the 
political dimension and its impact on empowerment. These studies are mainly 
descriptive research with limited empirical work.. Most of these researches are in the 
field of sociology. These researches provide good insights on the implications of the 
political changes in the organization and its impact on the implementation of 
empowerment. 
The studies fall into the fourth quadrant are those literatures focus on 
both the psychological and political dimensions. As discussed above, there are 
limited researches falling into this category and there is a lack of empirical studies in 
exploring this area. In fact, one of the objectives of this research is to explore this 
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area and use both the psychological and political dimensions as the base for this 
research. 
What is empowerment? 
Although there were limited empirical research to define what 
empowerment is, previous researchers have conceptualized and defined the construct 
based on different point of views. Basically, there are three main views on the 
definition of the construct, namely, practitioner's or managerial point of view, 
psychological point ofview, and political point of view. 
Table 3 serves as a summary of the different definitions and research 






































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































In the practitioner's or managerial point of view, empowerment is 
generally defined as a management approach or technique in releasing the power to 
the people in the organization. As stated by Ford and Fottler (1995), empowerment 
began when employees were asked to accept responsibility for the definition of the 
content of their jobs and quality of their work. Research done in this perspective 
mainly focus on the implementation of the empowerment approach. As stated by 
Atchison (1991) empowerment as a management approach, can be implemented by 
releasing power and allowing the employee to exercise more discretion on the job. It 
is also best summarized by Kizilos (1990) that empowerment is viewed as a gift 
given to the employees by management and it can also be taken away at any time. 
Most of the studies with the practitioner's point of view are based on descriptive 
research in exploring the ways in implementing empowerment in an organization. 
In the psychological point of view, empowerment is being studied as a 
psychological process of change within the person. As stated by Conger (1989), 
empowerment is not simply a set of external actions; it is a process of changing the 
internal beliefs of people. In this perspective, empowerment also is viewed as a 
process of enhancing feelings of self-efficacy (Conger and Kanungo, 1988). It is 
also viewed as a perception of control (Keller and Dansereau, 1995). Research falls 
into this category has better definition on empowerment and they have also provided 
good interpretation of the psychological process of change within the employees. In 
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fact this psychological process of change has formed an important dimension in the 
future studies of empowerment. 
In the political point of view, empowerment is viewed more as a tool 
in the political system than as a process of changes within the employees. As stated 
by Brymer (1991), employee empowerment is the process of decentralizing decision-
making in an organization whereby managers give more discretion and autonomy to 
the front line employees. Employee empowerment is a leadership philosophy, and 
not a passing fad that can be casually abandoned down the road. Research falls into 
this category concentrates on how power is to be given within the political boundary. 
In term of research methodology, the previous literature mainly 
employ case studies and majority of them fall into the category of descriptive 
research. This phenomenon is especially true in the researches, which are based on 
the practitioner's point of view and the political point of view. On the other hand, 
empirical research method was used in most of the research that is based on the 
psychological point of view. The limited development of the empirical research on 
the construct is the main factor that leads to the limited theory development on 
empowerment. 
From table 3, one can reveal the following points on the previous 
research; 1) there is no agreed definition on the construct and its definition is not 
consistently applied in the previous research. 2) There is limited progress on theory 
development on the construct. 3) Most of the definitions of the construct from the 
previous research are based on the psychological point of view. 4) There is lot of 
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descriptive research on the concept of empowerment. This table also reveals that 
majority of the previous researches employ case methodology and there are also lots 
of descriptive research too. As stated by Elyon (1993), the review of the research 
method of the previous literature has suggested that the study of empowerment is in 
its early stages. 
Insight from Previous definitions 
Table 2 & 3 can also conclude the above argument that previous 
researches are mainly done along the psychological and political dimension. At the 
same time, empowerment as a construct is being defmed in three different point of 
views, namely, psychological, political and practitioner's point of view. In political 
point of view, empowerment is defined as an exercise on sharing power with the 
others by decentralizing the decision making in an organization (e.g. Brymer, 1991). 
While, in psychological point of view it is defined as a psychological state whereby 
the subordinates possess a feeling of having a sense of power such as having a 
feeling of self efficacy or self effectiveness (e.g. Conger, 1989; Thorlakson and 
Murray, 1996; Keller and Damscreau, 1995). Moreover, it is also defined as a 
derivative of motivation (e.g. Conger and Kanungo, 1988; Kizilos, 1990; Murrell, 
1995; Spreitzer, 1995; Zimmerman, 1995). Furthermore, in psychological point of 
view, empowerment has also been defined as a process of change (e.g. Conger and 
Kanungo, 1988; Eylon, 1993; Keller and Dansereau, 1995; Gutierrex et al., 1995; 
Spreitzer, 1995; Zimmerman, 1995). Lastly, in the political point of view, 
empowerment has been defined more based on its relationship with power. It is 
defined as a release of power or authority to people (e.g. Ford and Fottler, 1995; 
Perkins, 1995; Randolph, 1995). It also viewed as an ongoing process centered in 
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the community which leads to people gain control over their lives and critical 
understanding of their environment (e.g. Perkins and Zimmerman, 1995; Foster-
Fishman and Keys; 1995) 
In summary, one can find that empowerment is not a well-defined 
term and it can be viewed in different dimensions and angles. In order to develop a 
further understanding on the empowerment construct, one needs to take all these 
dimensions into considerations so as to have a complete picture on the concept. In 
this research, empowerment is to be measured by a list of different indicators. In 
developing the list of empowerment indicators, this research will take the different 
perspectives and dimensions on the definition of empowerment into considerations 
so that empowerment can be developed as a better-defined construct. 
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Chapter 3 
Empowerment as a Process 
Previous studies and research have not established a clear clarification 
of whether empowerment is a state of mind or a process (Elyon, 1993). From the 
various definitions in previous research (Table 3), one can also find that 
empowerment has been defined under different perspectives. Due to a lack of an 
agreed definition, the impact of empowerment is difficult to define as it takes 
different forms for different people and different contexts (Eylon, 1993). 
The literature review has shown that empowerment has been studied 
extensively as a state of mind. Under these studies, empowerment is defined as 
employees facing customers "free of rulebooks" (Bowen and Lawler, 1992). In the 
study by Bushe, Havlovic and Coetzer (1996), the authors stated that an employee 
feels empowered when he/she can accomplish what he/she must do to get the 
rewards he/she values. While Keller and Dansereau (1995) defined empowerment as 
perception of control. Defining empowerment as a state of mind, these previous 
studies focus on empowerment as an outcome rather than on how to achieve 
them(Elyon, 1993). 
On the other hand, empowerment is also being studied as a process. 
Under these studies, empowerment is defined as a process by which people, 
organizations, and communities gain mastery over issues of concem to them 
(Rappaport 1987). In Conger and Kanungo's studies (1988) empowerment is viewed 
empowerment as a process by which a leader or manager shares his or her power 
with subordinates. While, Zimmerman (1995) stated that empowerment is a process 
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by which people, organizations, and communities gain mastery over issues of 
concem to them. 
On the other hand, Thomas and Vethouse (1990) had defined 
empowerment as changes in cognitive variables, called task assessments, which 
determine motivation in workers. Their definition has clearly identified that 
empowerment will trigger a process of change, which will generate some kinds of 
result. In fact, the view of empowerment as a process has illustrated that 
empowerment brings about some changes within the organization, or within the 
employee and this process will generate a new behavior. As stated by McCarthy 
(1997), empowerment can only be successful if there is a process or systems-oriented 
approach to empowerment, a strong support from the highest levels and a willingness 
to give the effort time and support it with appropriate training. 
The viewpoint of empowerment as a state of mind or process is well 
summarized by Eylon's (1993) work. Eylon (1993) states that viewing empowerment 
as a state of mind implies just "having" empowerment, while viewing empowerment 
as a process suggests that we can focus on "managing" empowerment rather thanjust 
"having" it. 
Elyon (1993) establishes a process model and suggests that 
empowerment is a process which, in turn, may cause other processes to occur. In her 
process model of empowerment, there are three main phases to empowerment: 
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antecedents, a process of change, and results, Elyon's process model of 
empowerment is very similar to Spretizer's work (1995a, 1995b and 1996) and this 
kind of model does provide a better understanding on the construct, empowerment. 
Along with their work, this research will also employ the concept of process model 
as a base for the study of empowerment. 
The diversity discovered in the previous studies of empowerment 
confirms the need for a clearer definition of empowerment. As stated by Elyon 
(1993), in order to have a conceptual clarity of the construct so as to aid the 
implementation of empowerment, we should distinguish between the empowerment 
process and its outcomes. As stated above, the main focus of this research is to study 
what empowerment is and what makes employee to take the choice of being 
empowered. With such a focus, this research studies empowerment as a process of 
change. With the focus of studying empowerment as a process of change, this 
research intends to investigate the question of what empowerment is so as to aid the 
implementation of empowerment in the organization. It will cover the following 
areas; 1) what causes the changes in the empowerment process, 2) what are the 
changing components in the empowerment process, 3) the employee's perception on 
the changes in the empowerment process and what factors affect them to take the 
choice of being empowered. 
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To conclude, this research will study empowerment as a process. The 
results of empowerment process are the employee's perception of empowerment. 
The following is a working definition of empowerment used in this study: 
Empowerment is a perception of the employee on the process that expands an 
individual 's power and feelings of control. Empowerment is usually facilitated by 
the psychological or political factors and results in increased personal control, 
which eventually lead to work outcomes such as performance and satisfaction. 
As stated in the above definition, empowerment as a process, 
composed of different elements. Firstly different antecedents trigger the process of 
change. This process of change will then generate the results of empowerment. The 
proposed concept is shown in figure 1. In general, the concept resembles the social 
learning sequence of stimulus, organism, behavior and consequence (S-0-B-C) 
(Davis and Luthans, 1980). The Stimili are stated as antecedents, organism is that 
process of change while employee's perception on this process of change is 
simplified as the results. This relationship is illustrated by figure 1 as the followings; 
Antecedents ^ Process of Change ^ Results 
Figure 1. The process of empowerment 
Empowerment and Power 
Studying the definitions of empowerment from the previous research 
(table 3), one can easily identify that previous literature have stated the relationship 
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between empowerment and power. The objective of the following section to clarify 
their relationship. 
The dictionary definition of empowerment as stated in The American 
College Dictionary (1958: 3994) is: "empower" as “1. To give power or authority; to 
authorize. 2. to enable or permit." These formal definitions relate primarily to the 
granting of power or authority, or as a way of enabling. The above definitions imply 
that empowerment is a gift of power or authority and to empower is to provide 
authority to employees to do theirjob. 
The previous literatures also suggest empowerment is associated with 
power. Conger and Kanungo (1988) stated that the root of the construct, 
empowerment, is from the word power. In management literature, the idea of 
delegation and the decentralization of decision-making power are central to the 
empowerment notion (Block, 1987，Kanter, 1983). Based on the above point of 
view, empowerment is generally accepted as a process by which a leader or manager 
shares his/her power with subordinates. However, whether the subordinates would 
accept the shared power or not was not studied as part of this process. In this 
research, the factors that affect the employee's decision in accepting the shared 
power is viewed as important indicators in the empowerment process. 
Nord (1983:11) defines power as "the ability to influence flows of the 
available energy and resources towards certain goals as opposed to other goals." As 
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stated in the dictionary definition cited earlier, empowerment fits best to Nord's 
definition of power as it refers primarily to the formal granting of power or authority. 
In fact, business practitioners have been using this assumption as a base in the 
understanding or implementation of empowerment in the organization. (Kanter, 
1997; Labovitz and Rosansky, 1997) 
At the same time, Conger and Kanungo (1988) view power as either a 
motivational or relational construct. The motivational perspective views power as an 
intrinsic need for self-determination. The relational perspective considers the 
perceived power or control that an individual or subunit has over others. In 
Hollander and Offermann's (1990) view, empowerment and power sharing concepts 
reflect the change from a leader-dominated view to a broader one of followers' 
involvement in expanding power. This concept of sharing power has great 
implications on the traditional political system in the organization which is based on 
the command and control perspective. On the other hand, this sharing of power has 
also been identified as a constraint in empowerment. Kizilos (1990) identified power 
as a major constraint as managers who have plotted, sweated, and sacrificed for years 
to acquire power and authority may be somewhat reluctant to give it up. Kizilos 
(1990) also points out that empowerment sounds really good if one is out of power 
and ambiguous and perhaps unattractive if one is in power. This is also very similar 
to Zimmerman and Rappaport (1988) who stated that individuals who desire greater 
control are more likely to become involved in and pursue empowerment 
opportunities. 
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The above viewpoints have presented the ambiguous role of power in 
the context of empowerment. In fact, what role that power is playing in the context 
of empowerment depends very much on the viewpoint of whether empowerment is a 
process or a state of mind. In view of empowerment being a state of mind, power is 
the actual outcome of the empowerment. On the other hand, in view of 
empowerment being a process, power becomes a mediator, i.e. power can be a shared 
element but not necessarily an outcome, in the process. As stated by Zimmerman 
(1995), empowerment as a process refers to how people create or are given 
opportunities to control their own destiny and influence the decisions that affect their 
lives. Power plays an important role in generating this sense of control. Defining 
empowerment as a process, this research concentrates on what factors will create the 
sense of having power, rather than measuring the sense of power as the outcome of 
empowerment. 
While empowerment is the process in generating the sense of power 
to the people, it also generates a trade off condition among the people involved in 
such a process. This trade off condition will direct the employees to hold a costs and 
benefits attitude in looking at empowerment. This phenomenon is best explained in 
the field of sociology and psychology in which empowerment is viewed as a trade-
off condition. As stated in Homan's (1961, 1974) social exchange principles suggest 
that individuals will participate in the empowerment process if they can see that the 
benefits are higher than the costs. As a matter of fact, employees in business 
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organizations would like to receive special incentives when they are empowered and 
such incentive should be higher than the cost and not vice versa. The desires of 
having special incentives have proved, to a certain extent, that social exchange 
principles also apply in the organization when empowerment is being implemented. 
At the same time, in order to be an effective incentive, these benefits 
should be "selective" or "private" in that they specifically reward members for their 
individual contributions and are only obtainable by those who actually participate. 
Unless "selective incentives" are provided, individual members will refrain from 
participation if they believe others will participate, since they can receive the same 
"collective" benefits obtained by the participants and thus enjoy a "free ride". 
Homans' (1961) rule of distributive justice holds that the most active participants 
will experience not only more rewards (due to their greater investment/ contribution), 
but also more costs than less active participation. When employees in business 
organizations see the costs such as extra responsibilities and risk are higher than the 
incentives such as rewards or promotion opportunities; they will select not to be 
empowered. In fact, employees will hold trade off attitudes towards the 
empowerment process and if the incentives are not selective, they will have limited 
desire for the extra power, but rather enjoy the "free rides". This is why the previous 
literature has also stressed rewards as one of the important ingredients of the 
empowerment process (Bowen and Lawler, 1992; Bushe et al., 1996; Conger and 
Kanungo, 1988; and Keller and Dansereau, 1995，Spreitzer, 1995b). 
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If empowerment has a positive relationship with power, politics 
becomes an important element in the empowerment process. Without a clear 
understanding of how empowerment fits into the political system of the organization, 
the business practitioners will find it difficult to implement empowerment in the 
organization. 
The above does explain the common phenomenon in an organization 
when empowerment is introduced. Initially, empowerment is generally accepted as a 
new way of doing things. However, as stated by Benson (1991), if empowerment is 
just an add -on or a parallel system, it can easily be cut out when priorities change. 
This type of phenomenon is commonly explained in management literature, in which 
politics is always associated with power. As stated by Block (1987), this is due to 
the traditional paradigm of management, which states strict controls are combined 
with contingent rewards and punishments. In this paradigm, the manager's role is to 
exert power and control while the worker's role is to comply. Kanter (1983) also 
stated, power is intimately connected with the ability to produce; it is the capacity to 
mobilize people and resources to get things done. To instill empowerment in the 
organization, it is important for the leader or initiator of empowerment to provide a 
clear political setting for the empowerment process to grow and develop. Otherwise, 
empowerment will just be another management buzzword. 
Based on the above arguments, it is clear that the political 
implications of being involved in or participating in the empowerment process 
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should be viewed as an important component in the process of empowerment. 
However, one can see from Table 2 that there is limited progress in studying 
empowerment in the political point of view. To explore the real meaning of what 
empowerment is, this research will include the political setting of empowerment as 
one of the major components in the empowerment process. 
On the other hand, in sociology and psychology literature, the word 
power is viewed differently in the process of empowerment. The studies of 
empowerment in sociology literature have established the concept of empowerment 
in the context of psychological changes within the employees. As stated by 
Gutierrex, GlenMay and Delois (1995) one critical element of this change is gaining 
awareness of the power that exists within any individual, family, group, or 
community. Management researchers have also used cognitive changes to analyze 
the empowerment process. In Thomas and Velthouse's (1990) cognitive model, they 
use four cognitive components namely: impact, competence, meaningfulness and 
choice, as the basis for the worker empowerment process, which they have defined as 
increased intrinsic, task motivation. Spretizer (1995b) also uses the four cognitive 
factors: meaning, competence, self-determination and impact to measure the 
psychological empowerment in the workplace. Reviewing the definitions of 
empowerment in psychological point of view (table 2), one can see that power is not 
the outcome of empowerment, although it does play a role in the empowerment 
process. In fact, the most important outcome of empowerment process is that the 
employees have the awareness of the existence of power within themselves. This 
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awareness will create having a feeling of being in control and they have reached this 
stage through the process of empowerment. 
Previous literature actually has named the changes within the 
employee, in the empowerment process, as psychological empowerment. 
Researchers have done extensive work in studying the cognitive/psychological 
changes and reached the conclusion that these changes form the main components of 
the empowerment process (Keller and Dansereau, 1995; Spretizer, 1995a; 1995b, 
1996; Thomas and Velthouse, 1990; Zimmerman, et al., 1992). The study of 
psychological empowerment has revealed that psychological empowerment process 
includes the perceived control and self-efficacy, motivation to control, perceived 
competence, and mastery as the main components in the empowerment process. 
Psychological empowerment has been studied as a feeling of control, a critical 
awareness of one environment and an active engagement in it. In fact, one can be 
psychologically empowered without having the ultimate authority or power 
(Zimmerman, 1995). However, the heavy stress on the psychological and cognitive 
changes in the previous literature is only a partial understanding of what 
empowerment is, as argued by some other researchers, empowerment should be 
viewed from a political perspective as well. 
To conclude, in order to have a complete understanding of what 
empowerment is one should study empowerment in both the psychological and 
political perspectives. And the main components of the empowerment process of 
change are composed of the political components and psychological components. 
Based on this argument, this research will study the process of empowerment based 
on the changes in both psychological and political components in the process. Both 
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the political components and the psychological components co-exist in the process of 
empowerment. The relationship between these two components are not in 
proportionate to each other i.e. if one is more, the other is less. With such a 
relationship, it is expected that these two components may have influence on each 
other's. However, since these two components are measuring different aspect of the 
empowerment process in this research, the impact remains limited. 
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Chapter 4 
Antecedents of empowerment 
Defined in Chapter 3, empowerment is viewed as the employee's 
perception on a process of change, which is trigged by different factors. The review 
of the previous literature has shown that there is no general agreement in what are the 
factors trigger the process of empowerment. In this chapter, this research will 
explore the factors that trigger the empowerment process. The argument this 
research establishing is that these factors actually form the antecedents which trigger 
changes in the organization and within the employees and such changes are reflected 
in the empowerment process. The factors established in this research are based on 
the integration and assimilation of literature from different disciplines, mainly in the 
field of psychology, sociology, and also management research. 
In the field of psychology, it has been reviewed that individuals will 
believe themselves to be more powerful when they feel they can adequately deal with 
environmental demands - such as, situations, events, and people they confront. They 
feel powerless when they are unable to deal with these demands. At the same time, 
in management literature, Conger and Kanungo (1988) proposed that empowerment 
can be defined as increases in workers' effort-performance expectations. 
Empowering interventions, therefore, enable workers to feel they can perform their 
work competently. Conger and Kanungo (1988) assert this empowering experience, 
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in tum, as to increase "both initiation and persistence of subordinates' task 
behavior." 
In the management research, empowerment is viewed as a type of 
"intervention" in the organization. It is commonly believed that the empowering 
interventions are important steps in triggering the empowerment process in the 
organization. Generally speaking, the "interventions" can be considered as the 
antecedents of a change process which is injected, either politically or psychological 
or both, into the workplace. Research based on this point of view conceptualizes 
empowerment in the context of a process of change in the organizations (Bushe, 
Havlovic and Coetzer, 1996; Brymer, 1991; Conger and Kanungo, 1988; Spretizer, 
1996; 1995a; 1995b; Thomas and Velthouse, 1990). Brymer (1991) defined 
employee empowerment as the process of decentralizing decision-making in an 
organization, whereby managers give more discretion and autonomy to front line 
employees. In this definition, the process of decentralizing decision-making in an 
organization is considered as the change of the operational system, which will initiate 
changes in the work context so as to achieve empowerment. As stated by Ford and 
Fottler's (1995) work who encourage management to look at empowerment in the 
perspective of changing the job context of the employee, i.e. changing the 
management system so that an employee is allowed to make decisions about the best 
way to get the assigned task accomplished. 
In fact, management researchers have been advocating the needs of 
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system change or changes in the work context in initiating empowerment. As stated 
by Brymer (1991) empowerment involves fundamental changes to the traditional 
hierarchical organizational structure. Also, business practitioners have been trying to 
inject changes in the work context in the organization as a means to achieve 
empowerment (Ford and Fottler, 1995). Research based on the view of changing the 
job context has used dimensions such as how information is being shared, studies on 
the vision statements, goal setting in the organization, decision making rules and 
rewards based on the organization's performance in measuring and studying 
empowerment in the organizations. (Bowen and Lawler, 1992; Randolph, 1995; 
Spretizer, 1995a，1995b,1996) These kinds of initiated changes are generally 
implemented in the organization at the external level and the employees are given a 
guideline on how much extra power they can apply in theirjob, i.e. to what degree or 
extent they are empowered. As stated by Waterman (1987): the empowerment 
process is one of "directed autonomy" whereby employees are given an overall 
direction yet considerable leeway concerning how they go about following that 
direction. This "directed autonomy" can be stated as the degree of extra power 
provided to the employees who in retum will view the process with the "benefits and 
costs" attitude as stated above. Since these antecedents are "imposed" on the 
employees by the management, they will be grouped as the external factors in this 
research. 
On the other hand, some researchers define empowerment as a 
process of changing the internal beliefs of the employees. Conger and Kanungo 
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(1988) has conceptualized empowerment in terms of changes in cognitive variables. 
Based on this concept, researchers are interested in how we can develop a 
psychological influence on employees so that they can feel empowered. Zimmerman 
(1990) defined psychological empowerment as "it refers to the individual level of 
analysis, but does not ignore ecological and cultural influences. Psychological 
empowerment is a contextually oriented conception of empowerment that embraces 
the notion of person-environment fit. It includes, but is not limited to，collective 
action, skill development, and cultural awareness; and incorporates intrapsychic". 
Spreitzer (1995b) also defined psychological empowerment as a motivational 
construct manifested in four cognitions: meaning, competence, self-determination, 
and impact. The conceptualization of the construct at this level has been put into a 
cognitivist/ psychological perspective and the focus is on the individual perceptions. 
Defining empowerment as a process of psychological changes within the employee, 
this kind of research is more on the creation of the sense of empowerment, which 
may not necessarily be real possession of power. Since these psychological 
influences actually help or make the employees see themselves as the causal agents 
of their work instead of being controlled by the organizational forces such as the 
external factors mentioned above, these psychological influences are grouped as the 
internal factors in this research. 
To conclude, based on the previous literature, this research has 
established that there are two main groups of factors, namely, the external factors and 
the internal factors, trigger the process of empowerment. The external factors are 
factors that imposed on the employees by changing the job context, while the internal 
factors are the factors that form the psychological influences on the employees. 
These two groups of factors form the antecedents of the empowerment process. 
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The Antecedents 
The antecedents of the empowerment process have been studied in 
previous research. Conger and Kanungo (1988) has described the antecedents of 
empowerment as the conditions within organizations that foster a sense of 
powerlessness among subordinates. Conger and Kanungo (1988) have stated that 
empowerment is a process whereby an individual's belief in his or her self-efficacy is 
enhanced. Conger and Kanungo's (1988) studies stress the importance of the change 
of job contextual factors as the antecedents in the empowerment process. They have 
identified the principal contextual factors as the antecedents of empowerment 
process as (a) organizational style, (b) supervisory style, (c) reward systems, and (d) 
job design. These factors can be viewed as the extemal factors as mentioned above. 
In Thomas and Velthouse's (1990) study, they have established two 
categories of element, namely the extemal element and the intrapersonal cognition as 
the antecedents of empowerment. In their study, the external element is taken as 
environmental events, which include inputs from superiors, staff, peers, and 
subordinates, while the intrapersonal cognitions are: impact, competence, 
meaningfulness, and choice (Thomas and Velthouse, 1990). 
Spreitzer's (1995a) model of an intrapersonal empowerment has used 
social structural antecedents as the antecedents of intrapersonal sense of 
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empowerment. Spreitzer's (1995a) has used these factors: role ambiguity, access to 
information, access to resources, sociopolitical support and organizational culture as 
the antecedents. Spretizer's (1995a) study has confirmed that role ambiguity, access 
to information and culture were positively related to empowerment but had failed to 
confirm the factors access to resources and sociopolitical support as being significant 
predictors of empowerment. 
Furthermore, Spreitzer's (1995b) study in psychological 
empowerment in the workplace has used both the personality traits and work context 
variables as the antecedents of psychological empowerment. Spreitzer (1995b) has 
used two personality traits: self-esteem and locus of control and two practices in the 
work context, namely: information sharing and structure of rewards, as the 
antecedents of psychological empowerment. 
On the other hand, Zimmerman (1995) has established three main 
components, namely, intrapersonal component, interactioanl component and 
behavioral components in the process of empowerment. In Zimmerman's (1995) 
nomological network for psychological empowerment, factors such as domain 
specific perceived control, domain specific self-efficacy, motivation control, 
perceived competence, critical awareness, understanding causal agents, self 
development, skill transfer across other domains, resource mobilization, community 
involvement, organizational participation and coping behaviors are identified as the 
main factors in the empowerment process. Zimmerman's work is more on the 
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sociology field and his studies are more on the community work rather than in 
business organization, however, the factors identified in his work do provide good 
insights on the antecedents of the empowerment process in the business organization. 
Table 4 serves as a summary of different factors identified in the 
previous literatures, which trigger the process of empowerment. These factors are 
identified as either internal or external factors based on the previous literature and the 
arguments illustrated above. 
Table 4 - The factors triggering the empowerment process 
External Factors Internal Factors 
Organizational Style Impact 
Supervisory Style Competence 
Reward Systems Meaningfubiess 
Job Design Choice 
Conger and Kanungo, 1988 Thomas and Velthouse, 1990 
Inputs from Superiors, staff, peers and subordinates Role ambiguity 
Thomas and Velthouse, 1990 Spretizer, 1995a 
Information Sharing Self Esteem 
Structure of Rewards Locus of Control 
Spretizer, 1995b Spretizer 1995b 
Access to Information Critical Awareness 
Access to Resources Understanding causal agents 
Sociopolitical Support Self development 
Spretizer, 1995a Skills transfer 
Resources mobilization 





From the above summary of the factors established from the previous 
research, one can see that there is lot of similarity among them. Due to their 
similarity, some factors can actually be combined. Table 5 is an illustration of 
different factors being combined to be one. 
Table 5 - Study on the internal and external factors 
Original Factors Factors being combined as 
Organizational Style Organizational culture 
Supervisory Style 
Conger and Kanungo, 1988 
Inputs from superiors, staff, peers and Sociopolitical support 
subordinates Spretizer, 1995a 
Thomas and Velthouse, 1990 
Access to information Information Sharing 
Spretizer, 1995a Spretizer, 1995b 
Rewards Systems Structure of the rewards 
Job Design Spretizer, 1995b 
Conger and Kanungo, 1988 
Resources mobilization Access to resources 
Zimmerman 1995 Spretizer, 1995a 
In view of their similarity among the previous literature (Thomas and 
Velthouse, 1990, Conger and Kanungo, 1988, Spreitzer 1995a, 1995b, 1996), this 
research has divided the antecedents of empowerment into six major factors: role 
ambiguity, self esteem and locus of control as the internal factors, while information 
sharing, organizational culture and structure of rewards are the external factors. 
Comparing table 4 and 5, one can see that some of the factors such as domain 
specific self-efficacy, motivation control, self-development and skills transfer, are 
not being used in this research. The reasons that these factors are not used are 
mainly because (1) these factors are not well defined in the previous research, (2) the 
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meaning of these factors are implied in the factors being employed. For example, 
factor, such as domain specific self-efficacy is very similar to competence, while 
self-development, motivational control and skills transfer can be implied in the 
sociopolitical support. 
Definitions of Antecedents 
Before proceeding to the empirical studies on the above factors, 
definitions of each factor are sorted from previous literature. The following 
definitions are mainly based on Spreitzer's work (1995a, 1995b, 1996). 
Role Ambiguity. Role ambiguity is defined as the uncertainty of the 
employee to expectations and how their role fits within the organization. As stated 
by Sawyer (1992), if people do not know the extent of their decision-making 
authority, what is expected of them, and how they will be judged, they will hesitate 
to act and thus feel powerless. Without a clear boundary of authority, employee will 
feel uncomfortable about the decisions they make, and will be fearful about the 
potential repercussions for their decisions. Based on the above and on previous work 
of Spretizer (1995a)，this research has established the argument that role ambiguity is 
viewed as a constraint on empowerment. Since role ambiguity is more the 
employee's own perception and it is to be related to self-efficacy (Gist and Mitchell, 
1992), this research has established role ambiguity as one of the internal factors. 
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Self Esteem. Spreitzer's work (1995b) has confirmed the relationship 
between self-esteem and empowerment. Self esteem is defined as a general feeling of 
self-worth (Brockner, 1988), and it is posited to be related to empowerment. In fact, 
without a general feeling of self-worthiness, employees will have a general lack of 
initiative and they will have limited ability to influence their work and organizations. 
Based on Spreitzer's work (1995b), this research uses self-esteem as another internal 
factor. 
Locus of Control. Locus of control explains the degree to which 
people believe that they, rather than external forces, determine what happens in their 
lives (Rotter, 1966). Thomas and Velthouse (1990) have suggested that locus of 
control is relevant to empowerment. Spretizer (1995b) also had used locus of control 
as one of the antecedents of empowerment. Although, Spretizer (1995b) has failed to 
confirm its relationship with empowerment, this research will use locus of control as 
one of the internal factors. The main argument is that it is an important indicator for 
empowerment from theoretical point of view, as employees will fail to take initiative 
to expand their own boundaries if they do not feel being in control of their life. Also 
locus of control has effects on other psychological outcomes such as meaning of the 
job and the self-determination. 
Organizational Culture. Spretizer (1995a) has used work unit culture 
as one of the antecedents of empowerment. Organizational culture is simply defined 
by Glaser (1991) as "the way we do things around here." It is also defined as the 
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values and beliefs that produce cognition and norms of behavior in organizations 
(Smircich, 1983). The perception of the employees to "the way we do things around 
here" and the values and beliefs in the organization have great implications on how 
employees will react to the empowerment process. The type of organizational 
culture that will have positive effect on the empowerment process is described as 
decentralized and a supportive culture. This research has taken organizational 
culture as one of the external factors because organizational culture is a factor that 
can be modified and changed by external influences. 
Access to information. Access to information has generally been used 
as one of the important factors which relates to empowerment (Thomas and 
Velthouse, 1990; Spretizer, 1995a). It is generally agreed that to have 
empowerment, information should be more readily available to more people at more 
levels. (Kanter, 1986). As stated by Spretizer (1995a), individuals who perceive that 
they have greater access to information, will feel a stronger sense of empowerment. 
Based on the previous literature (Thomas and Vellhouse, 1990, Kanter, 1986) and 
Spreitzer's (1995a, 1995b) work, this research establishes the argument that access 
to information is one of the external factors of the empowerment process. 
Rewards. As mentioned above, a clear understanding of the rewards 
system and the importance of such a system in recognizing individual contributions 
are important to the empowerment process. Based on previous literature (Bowen and 
Lawler, 1993, Lawler, 1986) and Spreitzer's work (1995b), this research establishes 
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the argument that individual performance reward, and a link between personal 
performance and rewards, is one of the extemal factors of the empowerment process. 
To conclude, this chapter has established that empowerment is a 
process of change which is triggered by empowering interventions in the 
organization. These empowering interventions become the antecedents, which 
trigger the process of change in the organization. The previous researchers have 
identified different factors as the antecedents which trigger the empowerment 
process and the factors identified have been categorized into two categories, namely, 
the external factors and internal factors. Based on these two categories, this chapter 
has laid out the factors identified in the previous research. As a conclusion, this 
chapter has identified, role ambiguity, self-esteem and locus of control as the internal 
factors, while organizational culture, access to information and the structure of 
rewards as the external factors. This chapter has also defined these 6 factors based 
on the previous researches. 
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Chapter 5 
The Process of Change 
As stated in the definition established in Chapter 3，empowerment is 
a process with antecedents, process of change and results. The antecedents will have 
a positive relationship with the process of change and how the employee reacts to 
these antecedents will have a direct effect on the employee's perception on the 
empowerment process. In Chapter 3, this research has also established the argument 
that there are two main components, namely the political components and the 
psychology components, in the empowerment process. To define, the political 
components contain factors in the organizational process that facilitate empowerment 
implementation. On the other hand, the psychological components contain factors in 
the psychological process of people involved or engaged in the empowerment 
process. 
The Political Components of Empowerment 
The political components of empowerment are best described in 
Zimmerman's work, (1992) in which he develops the concept of interactional 
components as one of the major components of the empowerment process. The 
interactional component refers to the transactions between persons and environments 
that enable one to successfully master social or political systems, lt includes： 
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knowledge about the resources needed to achieve goals; understanding causal agents; 
a critical awareness of one's environment and the development of decision-making 
and problem-solving skills necessary to actively engage one's environment. 
(Zimmerman et al., 1992) This concept has viewed empowerment as a construct 
that exists only when there are two or more people interacting in a relationship. The 
interactional components are important when empowerment is viewed as a 
delegation or transferring of power between the managers/ leaders and the 
employees. As stated by Ford and Fottler (1995) empowerment begins when 
employees were asked to accept responsibility for the definition of the content of 
their jobs and the quality of their work. And, empowerment came from having the 
authority to do something about problems they faced while doing that job. 
Essentially, empowerment involved passing decision-making authority and 
responsibility from managers to employees (Ford and Fottler, 1995). These 
definitions of empowerment have implied that in order for empowerment to occur 
there must be at least two individuals: one who can confer power and the other who 
receives power. The degree of interaction between these two individuals and how 
they interact have formed the important components of empowerment. In fact, the 
degree of interaction between the leader/manager and subordinates has a major 
impact on the political relationship between these two parties. 
As stated, the political components of empowerment are associated 
mostly with the concept of power. These components are generally affected by 
external factors such as changes in the job context (Ford and Fottler, 1995) in the 
organization. In essence, if empowerment is generated based on the process of extra 
power being given to the employee; the employees will view the process as a 
transaction between them and their leader/manager. Most of the time, they are aware 
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of this extra power by seeing or understanding some changes in the work context 
within the organization. However, whether they will use this extra power or not, it 
will base on how much and what kind of interactions they have with their manager. 
In summary, the political components are based on l)how much information the 
employees know about the empowerment policy, 2) how clear they understand their 
new boundaries of responsibility and their belief in the new system. 
Hirschhorn and Gilmore (1992) theorize the working relationship 
based on the clarity of three boundaries, namely: authority boundaries, task 
boundaries and political boundaries. Hirschhom and Gilmore (1992) further state 
that clear boundaries lead to positive feelings while unclear boundaries lead to 
negative feelings. With the introduction of empowerment, especially if it is by 
means of using external forces, employees will likely react by searching for clarity of 
boundaries. As stated by Bush, Havlovic and Coetzer (1996), with the introduction 
of empowerment, the traditional structure, which is a clear and well defined, has 
become less clear. Therefore these boundaries needed to be re-negotiated on a 
relationship by relationship basis by employees. The political components are used 
as factors in measuring these types of re-negotiation process in the organization. 
Kahnweiler (1991) has also reviewed that empowerment continues to 
be a choice even when manager demonstrate a genuine commitment to 
empowerment, employees may not accept it. Many employees prefer being told 
what, when and how to do their jobs especially if they have been working under an 
autocratic leadership style (Kahnweiler, 1991). That is why the extent of 
empowerment relies on the employees' belief in the "new structure of power" after 
empowerment is introduced. These types of belief will be generated by the 
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interaction between the boss and the employees, which will trigger the ideas of new 
politics in the organization. 
In the employee's point of view, the political components form the 
perception of the work environment. Bandura (1989) has suggested that, rather than 
being completely free from, or determined by, their environments, people actively 
perceive those environments and are influenced by their perceptions rather than by 
some objective reality. In order for employees to feel empowered, the employees 
must perceive that the organization is liberating rather than constraining. The 
employees' perception is formed by the political components, which mainly explain 
the social structure of the environment that they are working in. 
Zimmerman's (1992) concept of the interactional components include 
the critical awareness of one's environment, understanding the causal agents, and the 
development of decision-making and problem-solving skills necessary to actively 
engage one's environment. On the other hand, Spretizer (1995a) used four factors, 
namely, meaning, competence, self-determination and impact, to measure 
intrapersonal empowerment in the workplace. As mentioned above, Spretizer 
(1995b) has also used sociopolitical support and access to resources as the 
antecedents but failed to confirm them as the predicators of empowerment. In this 
research the sociopolitical support and access to resources are not the antecedents, 
but part of the political components in the empowerment process. The reasons for 
changing the sociopolitical support and access to resources from being the 
antecedents to political components are : 1) it has been confirmed by Spretizer that 
they are not the antecedents and 2) these two variables are the effects that are 
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triggered by other factors i.e. the antecedents rather than the other way around. 
Based on these two arguments, this research has put these two variables as the 
political components rather than the antecedents. 
Spretizer (1996) defmed sociopolitical support as endorsement, 
approval, and legitimacy from various organizational constituencies and is typically 
gained from membership in organizational political networks. To obtain such a kind 
of endorsement, one needs to be fully aware of the political environment in the work 
place. Thus, the review of the previous literature concludes that the sociopolitical 
support factor is similar to Zimmerman's (1992) critical awareness and the 
sociopolitical support will be used as one of the factors to measure the political 
components. 
At the same time Spretizer (1996) has defined access to resources as 
the ability of the employees in accessing the important resources such as funds, 
materials, space, and time. Individuals who perceive that they have greater access to 
work unit resources have a greater sense of control over environmental 
contingencies. In fact, the ability of accessing resources also creates a stronger sense 
of having skills in solving problems in the organization. Thus, this research 
establishes the argument of using access of resources as one of the political 
components. Lastly, impact is the degree at which a person can influence strategic, 
administrative or operating outcomes at work (Spretizer, 1995b). 
50 
Consistent with the above argument, in Chapter 2, regarding the cost 
and benefits attitude towards the process of empowerment, causal agents is an 
important component of the empowerment process. In order to have the employees 
accepting the extra power given and execute it; they need to have a full 
understanding of the causal relationship between their extra effort and their benefits. 
Thus, this research includes causal agents as one of the political components of the 
empowerment process. 
Since one of the focus of this research is on employee's reaction to the 
antecedents of empowerment, the political components are mainly composed of the 
changes, which are caused by the external factors in the antecedents. Based on this 
argument, the first Hypothesis is established as the following: 
Hypothesis 1: The external factors, such as organizational culture, 
information sharing and structure of rewards, have positive 
causal effects on the political components such as impact, 
sociopolitical support, understanding causal agents and 
access to resources in an organization . 
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Hypothesis 1 can be broken down into the following hypotheses: 
Hypothesis la: The external factors, such as organizational culture, 
information sharing and structure of rewards, have positive 
causal effects on the political component, impact in an 
organization. 
Hypothesis lb: The external factors, such as organizational culture, 
information sharing and structure of rewards, have positive 
causal effects on the political component, sociopolitical 
support in an organization. 
Hypothesis lc: The external factors, such as organizational culture, 
information sharing and structure of rewards, have positive 
causal effects on the political component, understanding 
causal agents in an organization. 
Hypothesis ld: The external factors, such as organizational culture, 
information sharing and structure of rewards, have positive 
causal effects on the political component, access to resources 
in an organization. 
The psychological components of empowerment 
On the other hand, many authors view empowerment as something 
that occurs within the individual, and can be initiated by the individual without an 
outside force. As stated by Kizilos (1990), empowerment is the "psychological 
energy that activates us". These types of studies have generally concentrated on the 
psychological components of empowerment. 
In Zimmerman's work (1995), his study of the intrapersonal 
component best describes the psychological components of the empowerment 
process. The intrapersonal components refer to how people think about their 
capacity to influence social and political systems important to them. It is a kind of 
self perception that includes domain-specific perceived control, self-efficacy, 
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motivation to exert control, and perceived competence. It may also include 
perceptions about the difficulty associated with trying to exert control over 
community problems. This perceived difficulty might refer to beliefs about one's 
own capacity to influence social and political systems or to beliefs about people in 
general (Zimmerman et al., 1992). 
The sense of control and the cognitive changes within the employee 
has been a focal point of the researches conducted on empowerment in the 
psychological point of view. This type of research states that empowerment can be 
achieved only as a psychological change within the employee (Bushe et al., 1996， 
Keller, and Dansereau, 1995, Spreitzer, 1996). Since these psychological changes 
are within the employees and they are triggered by the internal belief, this research 
has established the argument that the psychological changes are triggered by the 
internal factors. 
The psychological components of the empowerment process are best 
described by Zimmmerman's (1995) concept of intrapersonal components, which are 
composed of perceived control, domain specific self-efficacy, motivation control and 
perceived competence. At the same time, Spreitzer's (1995b) studies had also 
illustrated the importance of the sense of control in the empowerment process. 
Spreitzer (1995b) has used four main factors, namely, meanings, competence, self-
determination, and impact to measure the empowerment process. This research will 
use the factors developed in Spretizer's (1995b) model of intrapersonal 
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empowerment as the factors in measuring the psychological components of the 
empowerment process. 
Meaning is defined by Spretizer (1995b) as a fit between the 
requirements of a work role and person's beliefs, values, and behaviors. Competence 
refers to self-efficacy specific to work - a belief in one's capability to perform work 
activities with skill and is analogous to agency beliefs, personal mastery, or effort 
performance expectancy (Spretizer, 1995b). Self-determination is a sense of choice 
in initiating and regulating actions (Spretizer, 1995b). 
Since one ofthe focus ofthis research is on the employee's reaction to 
the antecedents of empowerment and as above, the psychological components are 
mainly composed of the changes, which are caused by the internal factors in the 
antecedents. Based on the above argument, the second hypothesis of this research is 
established as the following: 
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Hypothesis 2: The internal factors such as role ambiguity, self esteem and 
locus of control, have a positive causal effect on the 
psychological components, meaning of the job, competence 
and seJfdetermination, in an organization. 
Hypothesis 2 can be broken into the following Hypotheses： 
Hypothesis 2a: The internal factors such as role ambiguity, self-esteem and 
locus of control have positive causal effects on the 
psychological component, meaning of the job in an 
organization. 
Hypothesis 2b: The internal factors such as role ambiguity, self-esteem and 
locus of control have positive causal effects on the 
psychological component, competence in an organization. 
Hypothesis 2c: The internal factors such as role ambiguity, self-esteem and 
locus of control have positive causal effects on the 
psychological component, self-determination in an 
organization. 
To conclude, this chapter has established the relationship between the 
internal factors and the psychological components and the relationship between the 
external factors and the political components. Two hypotheses were established in 
this chapter and these two hypotheses will be tested empirically in this research. 
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Chapter 6 
The Results of the Empowerment Process 
Previous research focuses on the effect of empowerment in an 
organization as a result of the empowerment process. However, as stated in Chapter 
3 in order to have a clarity of what empowerment is，we should distinguish between 
the empowerment process and its outcomes. In fact, it is with such a distinction, we 
would be able to develop a complete concept on what empowerment really is. Based 
on this argument, this research focus on studying the relationship between the 
changes in the empowerment process and the outcomes generated from this process. 
In chapter 5，this research has established the main arguments and the concept on the 
process of change and in this chapter, this research will establish the arguments on 
the outcomes of the process and their relationship with the empowerment process. 
Results ofthe empowerment process 
In this research, the study of the results of the empowerment process 
will be based on the employee's perception on the concept of empowerment. It is 
based on their perception on the empowerment process that employees will decide if 
they would like to be empowered or not. With such an argument, it is clear that one 
should have a better understanding on the factors that employees will be based on in 
creating their perception on empowerment. In fact, if their perception on 
empowerment is not a positive one, employees will have a tendency to decline to be 
empowered. 
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Factors generating the employee's perception 
There are limited empirical studies from the previous literature on the 
employee's perception on empowerment as the results of the empowerment process. 
However, there are some studies conducted in studying the employee's perception on 
empowerment. In Khan's empowerment model (Khan, 1997), it has illustrated six 
main factors, namely, desire, trust, confidence, credibility, accountability and 
communication, generated a supportive environment as factors in enhancing the 
success of empowerment process in an organization. On the other hand, Bergmann 
and De Meuse (1995) have used the Team Culture Readiness Survey, which 
measures the factors such as management effectiveness, the clarity of employee's 
role, and training, to analyze the readiness of the members in the organization to 
accept the empowerment concept. Both studies are in fact emphasizing on the 
perception of the members in the organization on the concept of empowerment, 
instead of studying their action after the empowerment process. 
As stated, this research intends to develop a list of factors to measure 
the employees' perception on empowerment. By taking these factors into 
consideration as the outcome of the empowerment process, the study of 
empowerment will be more complete. These factors can further be developed as the 
indicators for the employee's perception on the process of change. These indicators 
are developed to review the perception of the employee on the empowerment 
process, and they are named as the "perceived empowerment climate" in this 
research. 
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The empowerment indicators 
As stated, the empowerment indicators are to measure the perceived 
empowerment climate. Based on the previous literature (e.g. Bergmann and De 
Meuse, 1995, Khan, 1997), the possible factors that form these empowerment 
indicators are variables such as trust, confidence on the organization and its 
leadership, credibility of the organization and its leaders, flexibility of the 
organization, training provided and accountability. However, since there is no clear 
and well-accepted outcome variables developed and the above mentioned possible 
factors only are sketches without much data support in the previous studies, the 
indicators used in this study are newly constructed to capture all the above suggested 
areas. (Details of the questions, please refer to appendix 2 - questionnaire design) 
Empowerment - a matter of degree 
Based on the above arguments and insights from the previous 
research, it can be concluded that empowerment is not an absolute term and it is 
difficult to define because it takes different forms for different people and different 
contexts. Murrell (1985:36) suggests that, “ the reality is that empowerment is in 
interactive form and it works in all different ways in all different directions." 
As stated in chapter 1, one of the objectives of this research is to 
explore the develop of a model in measuring the degree of empowerment in an 
organization. This model is developed based on the argument that empowerment is 
a process of change which is based on the interactions among the political 
components and the psychological components. The employees' reactions to the 
empowerment process in the organization depend on how they relate to the 
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interactions of these two components. The employees' reactions on such interaction 
will generate a perception on the organizational setting for empowerment. By 
measuring the interactions of these two components, this research will be able to 
explore the means in measuring the degree of empowerment in the organization. 
This degree of empowerment is an index that generated by measuring the 
interactions between the political components and psychological components in the 
empowerment process. This index can be used as a measurement tool in 
understanding the organizational setting for the empowerment process. 
On the other hand, research in sociology field has shown that 
participants in the empowerment process will consider their own situations and 
circumstances to decide whether they would like to be empowered. In fact, 
employees will react to the empowerment process with different perception and 
based on their perception, employees will decide whether they like to be empowered 
or not. Consistent with the above arguments, this research has also established that 
the result of the empowerment process is the perceived empowerment climate in an 
organization. 
In studying the relationship between the process of change in the 
empowerment process and the employee's perceived empowerment climate, this 
research will develop a better understanding of what empowerment is. 
Consistent with the arguments established in this research, Figure 2 is 
developed as an illustration on the process of empowerment in the organization; 
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Figure 2 - The empowerment process model 1 
Based on the above arguments, the third hypothesis is developed as the followings: 
Hypothesis 3: The political components and psychological components have 
positive causal effects on the perceived empowerment climate. 
This hypothesis will be further elaborated after the result of the factor 




This research is based on the survey method. As stated by Babbie 
(1994 : 257) survey research is probably the best method available to the social 
scientist interested in collecting original data for describing too large to observe 
directly and it is also an excellent vehicle for measuring attitudes and orientation in a 
large population. Since the population of this research remains unknown and the 
objective of this research is to measure attitudes and orientation in a large population, 
the survey research is to be used as the method to be employed in this study. 
This research is based on a collection of data from a questionnaire 
developed to study the above hypotheses. The subject of the study is the middle 
level manager, in different hotel companies in Hong Kong. The issue on the sample 
size will further be verified by calculating the statistical power of this research, 
which will be further elaborated in the later chapter. The selection of hotel 
companies is because "empowerment" is often used and it is in fact an important 
subject in the service industry. Being part of the service industry, hotel industry is 
being chosen as the industry to be researched on. The selection of the middle 
managers as the subject is based on Spreitzer's (1995a) study in which she stated that 
middle managers are interesting subject because their work varies from relatively 
structured to highly unstructured in different context. Further, Spretizer (1995a) 
elaborated that middle managers have access to more resources and information than 
lower-level managers but less control over resources and information than upper 
level managers. Also, middle level managers are also the empowerment targets 
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when empowerment is being implemented in the organization. Based on Spreitzer's 
studies (1995a, 1995b) and the above arguments, this research has selected middle 
level managers as the studied subject. In this study, the definition of middle 
managers is defined as the level of management whereby the managers have direct 
responsibilities in decision making but also have to report to the upper management 
levels. Although this level may or may not have immediate subordinates, their role 
is to both giving and carrying orders in the organization. Some of the senior 
administrative support staff also falls into this category. There are 74 hotels listed as 
the members of the Hong Kong Hotel Association and on the average there are 
around 30 middle level managers in each hotel. Based on this, the population of the 
subjects is around 2220. Examples of the middle level managers are in the position 
of restaurant manager, assistant restaurant manager, concierge, assistant 
housekeeper, reservations manager and assistant personnel manager. 
The development of the questionnaire is based on previous literature 
and most of the questions are based on the previous studies in which they have been 
tested for similar studies before, and their validity has been verified in those studies. 
All measurements were self-assessments and used a seven-point Likert response 
format. The three internal factors, role ambiguity (Spretizer, 1996), self esteem 
(Pierce et al., 1989, organization based self esteem scale) and locus of control 
(Valecha and Ostrom, 1974) are measured with multiple items developed and 
validated in earlier research. For external factors, organizational culture (Spretizer, 
1995a) and information sharing (Spretizer, 1995a)，were also measured with multiple 
items developed and validated in earlier research. Because no suitable measures of 
one external factor, namely, structure of rewards, were found in the literature, items 
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were developed for use in this study. Factors in measuring the political components, 
impact (Spretizer, 1995a) sociopolitical support (Spretizer, 1996), and access to 
resources (Spretizer, 1996) were measured with multiple items developed and 
validated in earlier research (Spretizer, 1995a, 1996). Because no suitable measures 
of one political item, namely, understanding causal agents, was found in the 
literature, items were developed for use in this study. Factors in measuring the 
psychological components, meaning (Spretizer, 1995a), competence (Spretizer, 
1995a), and self-determination (Spretizer, 1995a ) were measured with multiple 
items developed and validated in earlier research (Spretizer, 1995a). Because no 
suitable measures of the empowerment indicators, items were developed for use in 
this study. Also since the empowerment indicators are being operationalized purely 
based on the insights developed throughout this research, a factor analysis will also 
be conducted to verify and establish the factors to be measured. Some questions 
were also modified to fit into this present study. (For details of the questionnaire, 
please refer to appendix II - Questionnaire design). 
A pilot test was conducted with a group of 15 middle level managers 
both from hotel and other industries. The participants were briefed about the purpose 
of the research is to study a management practice without being informed that it is on 
the subject of empowerment. The participants were then given the questionnaire to 
complete. It has been observed the total time needed to fill in the questionnaire was 
in the average of 10 minutes. After the completion of the questionnaires, the 
participants were asked regarding the clarity of the questions. Some questions were 
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changed based on the feedback received from the pilot test. The result of the pilot 
test has revealed that the established scales are acceptable and the newly developed 
items are clear to the participants in the pilot test. 
Research Method 
As summarized in table 3 in Chapter 2, there is limited progress in the 
theory development of empowerment due to a lack of empirical research conducted. 
To contribute to the theory development of empowerment, this research will be based 
on an empirical study. 
As stated above, the level of analysis in this research is based on the 
individual level and to maintain some sort of similarity among the subjects, this 
research was conducted within one industry, i.e. hotel industry. The subjects are the 
middle level managers in the hotel industry. Also by controlling the subjects within 
one industry, it is possible to obtain similarity among subjects' work experience and 
attitudes towards the variables to be measured. 
Different hotels are targeted to be research on and 200 questionnaires 
were sent through a middle person in the hotel. Since majority of the hotels in Hong 
Kong are either American based hotels or Hong Kong based hotels, hotels selected 
follow into these two categories as the representative of the hotels in Hong Kong. In 
total there were eight hotels being selected for this study and they fall under six 
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major hotel chains in Hong Kong, (some hotels used in this research are from the 
same hotel chain). In each hotel, a middle person is contacted to be the liaison for 
this research. Questionnaires were distributed, through the middle person, to the 
targeted subjects in their hotels. The participants of this research were guaranteed 
that all information received would be treated with high confidentiality and to ensure 
this, they were advised to send the questionnaires back to The Chinese University of 
Hong Kong with an stamped return envelope. There were a total of 200 
questionnaires being distributed. Two weeks were given for the participants to 
complete the questionnaires. After one week, there were a total of 50 questionnaires 
sent back. Follow up calls were made to the middle persons who were advised to 
follow up with the targeted subjects. At the end of the two weeks, there were a total 
of 72 questionnaires returned. Another follow up call was made to the middle 
persons and at the end of the third week i.e. a week after the deadline, there were 107 
questionnaires returned. Two returned questionnaires were being invalid entry, there 
were a total of 105 valid questionnaires with a valid retum rate of 52.5%. To ensure 
the sample size is big enough, a statistical power test will be conducted later in this 
research to verify the total number of the samples is valid and they are representative 
to the total population. 
Table 6, shows the characteristics of the respondents to this research. 
There were a total of 53 females and 52 males among the respondents and the 
majority of them (63, 60%) are in the age of 25-34. Most of them have a level of 
tertiary education(68, 64.8%), while the mean of the years of service is 4.85 years 
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with .1 as lowest and 29 years as the highest. Not with a surprise that majority ofthe 
respondents are Hong Kong Chinese (82, 78.1%), and majority of the hotels are 
Hong Kong based company i.e. with their headquarters located in Hong Kong, with 
79% of the respondents indicated they work in a Hong Kong based hotels. Since the 
American based hotels are also commonly found in Hong Kong, it is not a surprised 
to find that 20% of the respondents work in American based hotels. 
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Table 6 - Characteristics of the participants 
Gender Frequency Percentage 
Male 52 49.5% 
Female ^3 50.5% 
Age 
24 or less V~ ^ 6 % 
25-34 63~ 60% 
35-44 W ~ 22.9% 
45-54 9 ~ ~ 8.6% 
Level of Education 
Primary School 1 ~ 1% 
Secondary School 36 34.3% 
Tertiary Education 68 64.8% 
Ethnic background 
Hong Kong Chinese 82 78.1% “ 
Taiwan Chinese 1 1 % 
PRC Chinese 2 ~ L ^ o 
Asian 厂 ^ 6 % 
Non Asian 11 T ^ % 
Years of service in 
the hotel 
0-5 ^ ~ ~ 62.9% 
5.1-10 32 30% 
10.1-15 3 2.9% 
15.1-20 T 1% 
20.1-25 2~~ 2% 
25.1-30 2 2% 
Location of 
Headquarters 
USA T l ~ ~ 20% 
Hong Kong W ~ 79% 




Treatment of the data 
Firstly, the score of the questions, which worded negatively were 
reversed such that for all questions in the resulting data set, the higher the score the 
more positive it is towards the complete empowerment process as illustrated in figure 
2. Items under role ambiguity, question 1, 2, 3 in page 4 of the original 
questionnaire, were under this treatment. At the same time, some items in the locus 
of control were also reversed scored. Instead of having statement A measuring the 
external locus of control and statement B measuring the internal locus of control, 
some questions such as question 2, 4,5,6,7 are on the reversed scoring. Treatment 
was made to reverse their scoring so that a high score indicates a tendency to 
perceive an internal locus of control. 
Reliability Test 
Reliability is the degree to which the observed variable measures the 
"true" value and is "error free"(Hair et aL, 1995). To test the reliability of the 
questions in this research, a reliability test on the questions, which were grouped 
under the same variable was conducted by calculating their alpha. The calculation of 
alpha is to analyze the probability of sayings that a difference or correlation exists 
when it actually does not. In this research, alpha is to measure the probability of 
saying that a difference among the questions exists when it actually does not. Firstly 
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a reliability test is conducted among the questions which were being used and tested 
in the previous research and Table 7 is the results of the reliability test for the 
questions under this category. From the analysis, one can see that the questions are 
highly reliable except on the Locus of Control, which has an alpha of .64 only. 
However, since the original scale of the Locus of control is only having an alpha of 
.70 (Valecha and Ostrom, 1974), the current scale of .64 can be considered as in an 
acceptable level. 
Table7 - Reliability tests of scales 
Questions/ Variables Alpha 
Locus of Control (Number of items 11) 0.64 
~~~l.A. Many of the unhappy things in people's lives are partly due to bad luck. 
B. People's misfortunes result from the mistakes they make. 
~~2. A. ln the long run, people get the respect they deserve in this world. 
B. Unfortunately, an individual's worth often passes unrecognized no matter 
how hard he/she tries. 
~~3. A~~Without the right opportunity; one cannot be an effective leader. 
B. Capable people who fail to become leaders have not taken advantage of their 
opportunities. 
“ 4 . A . Becoming a success is a matter ofhard work; luck has little or nothing to do 
with it. 
B. Getting a good job depends mainly on being in the right place at the right time. 
5 .A. What happens to me is my own doing. 
B. Sometimes I feel that I don't have enough control over the direction my life is 
taking. 
~ 6 .A. When I make plans, I am almost certain that I can make them work. 
B. It is not always wise to plan too far ahead, because many things tum out to be 
a matter of good or bad fortune anyway. 
~ 7 A.~What I want has little or nothing to do with luck. 
B. Many times we might just as well decide what to do by flipping a coin. 
8 .A. Who gets to be boss often depends on who was lucky enough to be in the 
right place first. 
B. Getting people to do the right thing depend upon ability; luck has little or 
nothing to do with it. 
9. A.Most people don't realize the extent to which their lives are 
controlled by accidental happenings. 
B.There is really no such thing as "luck" 
10.A.In the long runs, the bad things that happen to us are balanced by the good 
ones. 
B.Most misfortunes are the result of lack of ability, ignorance, laziness, or all 
three. 
11 .A.Many times I feel that I have little influence over the things that 
happen to me. 
B.It is impossible for me to believe that chance or luck plays an 
important role in my life. 
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Role Ambiguity (number of items 3) 0.72 
1 ~ The lines of authority are not precisely defined in my organization. 
2 ~ M o s t tasks performed at the lower levels of the total units are not well defined i n ” 
my organization. 
3 Goals are not well defined for the total unit in my organization. 一 
Questions/ Variables Alpha 
Self Esteem (number of items 10) — 0.92 
1.1 am important in this organization. 
2 . 1 am taken seriously in this organization. 
3. Icountinthisorganization. — 
4. I am trusted in this organization. 
5. In this organization, there is faith in me. 
6. I can make a difference in this organization. 
7 I am valuable in this organization. 
8 I am helpful in this organization. 
9 I am efficient in this organization. 
10 I am cooperative in this organization. 
Organizational Culture (number of items 5) 0.90 
1 This organization is participative and issues is openly discussed. 
2 This organization is flexible and decentralized. — 
3 This organization assesses employee concems and ideas. 
4. This organization encourages creative problem solving processes. 一 
5. This organization encourages human relations, teamwork and cohesion. 一 
Information Sharing (number of items 3) 0.84 
1. I have access to the information I need to do my job well. — 
2. I understand top management vision of the organization. 
3. I understand the strategies and goals of the organization. 
Sociopolitical Support (number of items 4) 0.85 
1. I have the support I need from my superior to do my job well. 
2. I have the support I need from my peers to do my job well. 
3. I have the support I need from my subordinates to do m y j o b well. 
4. I have the support I need from my workgroup or team to do m y j o b well. 
Access to Resources (number of items 3) 0.87 
1. I have access to the resources I need to do my job well. 
2. I can obtain the resources to support new ideas and improvement in my unit. 
3. When I need additional resources to do my job, I can usually get them. 
Meaning (number of items 3) 0.84 
1. The work I do is meaningful. 
2. The work I do is very important to me. 
3. My job activities are personally meaningful to me. 
Competence (number of items 3) 0.94 
1. I am confident about my ability to do myjob . 
2. I am self-assured about my capability to perform my work. 
3. I have mastered the skills necessary for myjob . 
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Self Determination (number of items 3) 0.80 
1.1 have significant autonomy in determining how I do my job. 一 
2.1 can decide on my own how to go about doing my work. 
3.1 have considerable opportunity for independence and freedom in how I do myjob. — 
Impact (number of items 3) 0.89 
1 • My impact on what happens in my department is large. 
2. I have a great deal of control over what happens in my department. — 
3. I have significant influence over what happens in my department. — 
Computation of the variables 
A factor analysis was then conducted with the questions, which 
developed specifically in this research. The result of such factor analysis is listed in 
table 8. Again a reliability test was conducted among the questions under the same 
variable. From the factor analysis, the new scales are acceptable. 
Table 8 - Results for the Extraction of Component Factors 
Factor Eigenvalue % of Variance Cum % of Variance 
1 3.065 51.1 51.1 
2 1.552 25.9 77.0 
3 .549 9.2 86.1 
4 .452 7.5 93.7 
5 .245 4.1 97.8 
6 .134 2.2 100 
Two factors were extracted 
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Table 9 -Factor Structure for the questions measuring causal agents and 
rewards 
Factor 1 Structure of Rewards Alpha = 0.84 |Factor 1 |Factor 2 — 
1. The pay scale is related to the job performance in this organization. -0.039 
0 ^ 
2. Promotion is related to the job performance in this organization. 0.76 0.23 
3. Pay increase is related to the job performance in this organization. 0.90 0.08 
4. In this organization, I will be rewarded if my performance is according to the 0.71 0.30 
standards set by management. 
Factor 2 Causal Agents, Alpha = 0.92 — 
1. I understand the operational systems in this organization. 0.11 
0.96 
2. I understand the operational standards in this organization. 0.16 0.94 
The result of factor analysis illustrated in table 9 has confirmed the 
factor loading of the factors which questions were created in this research. Although, 
one question was loaded into the factor of structure of rewards, which was a 
deviation from the original design, this factor analysis does confirm that there are 
two factors loaded among the 6 questions created. Also with a high reliability based 
on the calculation of the alpha, it has been determined to use the questions for the 
variables based on the result of the factor analysis. 
Factor analysis for the empowerment indicators 
As stated above, since the questions in measuring the perceived 
empowerment climate are all newly developed in this research, a factor analysis was 
then conducted among all these questions. Based on the result of the factor analysis, 
three main factors were developed and they were labels as, Training provided, 
Flexibility of the company and Organizational alignment towards empowerment. 
Training provided is defined in this research as the employees' perception on how 
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much the organization is willing to invest in training its employees in learning new 
management concepts such as empowerment and also to train its employees in 
carrying out their new roles after they have been empowered. Flexibility of the 
company is defined as the flexibility of the organization policies and procedures and 
its leaders in initiating new management concept such as empowerment. 
Organizational alignment towards empowerment is defined as the employees' 
perception on how much they can trust the leaders in setting the conditions of the 
organization for the concept of empowerment to grow and be successful. Reliability 
test was then conducted among all the questions under these three factors and table 
10 and 11 have listed the result of such analysis. 
Table 10 - Results for the Extraction of Component Factors 
Factor Eigenvalue % of Variance Cum % of Variance 
1 8.309 55.4 55.4 
2 1.224 8.2 63.6 
3 1.029 6.9 70.4 
4 .786 5.2 75.7 
5 .693 4.6 80.3 
6 .553 3.7 84.0 
7 .476 3.2 87.2 
8 .410 2.7 89.9 
9 .308 2.1 91.9 
10 .297 2.0 93.9 
11 .271 1.8 95.7 
12 .242 1.6 87.4 
13 .173 1.2 98.5 
14 .132 .9 99.4 
15 .090 .6 100 
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Table 11 Factor Structure for the questions measuring the empowerment 
indicators 
“ “ Factor 1 Factor 2 “ actor 3 
Factor 2 Flexibility of the company (alpha = .77) — 
~T In this organization front line employees can suggest and .336 .719 .040 
implement improvements to their work without going through 
too many levels of approval. 
飞 The technology and physical design of this organization are .258 .722 .224 
flexible enough to permit restructuring based on new 
management concept. 
^ There is enough complexity in jobs to allow for initiative and .519 592 .208 
decision making in this organization. 
Factor 3 Training provided (alpha = .69) 
~4. It is possible to organize your work, so that employee can .096 .523 .570 
take more responsibility and make decisions in their work. 
~5. This organization has adequate support functions, such as .092 .357 .783 
human resources, engineering, and maintenance, which can 
help employees by providing information, coaching, and 
training. 
~6. Front line employees have the skills needed to take greater .430 -.174 .779 
control of theirjobs. 
Factor 1 Organizational Alignment towards empowerment 
(alpha = .94) 
~ Management is willing to invest the money in training all .470 .413 .377 
employees to be able to move toward new management 
practices. — 
^ Overall, employees are interested and willing to be .764 .165 .273 
empowered and be accountable for it. 
~9. The managers are willing to share control and authority as the .701 .530 -.013 
organization is moving ahead. 
1 0 . ~ T h e management believes that front line employees can and .837 .136 .157 
should make the majority of decision that affect how they do 
theirjob. 
11.~~The managers are willing to adjust responsibility downward .737 .433 .137 
and radically change their own roles and behaviors. 
12.~~The top management understands that developing an .716 .395 .207 
empowerment concept is a lengthy and time-consuming 
process and is willing and able to make the investment. 
TT.~~This organization has a history of following through on .790 .309 .223 
initiatives onnew management practices. 
14. This organization has an overall culture, vision and values .640 .573 .199 
support new management ideas. 
15. The top management is willing to adjust responsibility .624 .508 .202 
downward and change its own roles and behaviors. 
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The confirmation from the factor analysis and the loading of the three 
factors in understanding the employees' perception on the results of the 
empowerment process is similar from the previous studies (Bergmann and De 
Meuse,1995; Khan, 1997) on the related items as stated above. With the 
confirmation of the variables as the empowerment indicators, the Hypothesis 3 of 
this research can be re-written as the following: 
Hypothesis 3: The political components such as impact, sociopolitical support, 
understanding causal agents and access to resources and the 
psychological components such as meaning, competence and self 
determination have positive causal effects on the empowerment 
indicators, training, flexibility of the organization and the 
organization alignment towards empowerment. 
Hypothesis 3 can be further broken down as the following; 
Hypothesis 3a: The political components such as impact, sociopolitical support, 
understanding causal agents and access to resources and the 
psychological components such as meaning, competence and self 
determination have positive causal effects on the empowerment 
indicator, training. 
Hypothesis 3b: The political components such as impact, sociopolitical support, 
understanding causal agents and access to resources and the 
psychological components such as meaning, competence and self 
determination have positive causal effects on the empowerment 
indicator, flexibility ofthe organization. 
Hypothesis 3c: The political components such as impact, sociopolitical support, 
understanding causal agents and access to resources and the 
psychological components such as meaning, competence and self 
determination have positive causal effects on the empowerment 
indicator, organizational alignment towards empowerment. 
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To conclude, all the questions in this research were tested resulted 
with a high alpha, which indicates that the questions are highly reliable and the 
questionnaires developed has been confirmed as a reliable instrument for the purpose 
of this research. 
Correlation Analysis 
To proceed with the analysis, a correlation coefficient analysis was 
conducted to measure the strength of the linear association among the variables in 
this research. Descriptive statistics and correlations among the variables in the 
model are included in table 10. The corrlations provide initial support for the linear 
relationship among the constructs in the model: (a) The internal factors were 
significantly correlated with the psychological components, (b) The external factors 
were significantly correlated with the political components, (c) Both psychological 
components and political components were significantly correlated with the 
empowerment indicators. However, there was also some multicollinearity among the 
variables, which may have some effects on the predictions of the dependent variables 

























































































































































































































































































































































































































































































































































































































































































































































Multiple Regression Analysis was conducted in testing the three 
hypothesis in this study. Firstly, Since previous research (Spretizer, 1996 ) has 
indicated that demographic variables may have a possible relationships to 
empowerment., all the demographic data (Age, Gender, Ethnical background, Years 
of Services, Location of Headquarter and Education) were being put as control 
variables because of possible relationships to empowerment, and they are input in the 
first layer of the analysis. Hypotheses was then tested and the following are the 
results of the test: 
Hypothesis 1: The external factors, such as organizational culture, information 
sharing and structure of rewards, have positive causal effects on the 
political components such as impact, sociopolitical support, 
understanding causal agents and access to resources in an organization 
Hypothesis la: The external factors such as organizational culture, information 
sharing and structure of rewards have positive causal effects on the 
political component impact in an organization. 
78 
Table 15 Multiple Regression analysis on Hypothesis lc 
Dependent variable 
Impact 
Control variables Beta Beta 
Gender -0.10 -0.07 
Age 0.23 0.22 * 
Level of Education 0.11 0.06 
Ethnic background 0.02 -0.06 
Years of service in the 0.03 -0.07 
organization 
Location of headquarters -0.02 0.05 
Independent variables 
Organizational culture 0.27 ** 
Information Sharing 0.30 ** 
Structure of the rewards 0.11 
R2 = 0.08 R2 = 0.41 
F = 7 . 3 7 " 
N = 1 0 5 ; * = p ^ . 0 5 * * = p < . 0 1 
The result of the multiple regression analysis has shown that 
Hypothesis la is partially supported with organizational culture and information 
sharing as the predictor for the dependent variable, Impact. Age is also a predictor 
of Impact. The result has indicated that the demographic variables, except age and 
the structure of rewards have no significant effect on, Impact. 
To ensure the sample size of 105 is an effect size, the power statistic is 
beingcalculated with the following formula (Cohen and Cohen, 1975); 
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F^ = R square /1- R square 
AndN = L/F2 + k + l 
Where F^ = effect size 
N = sample size 
L = Power 
K = number of independent variables 
In Hypothesis laR2 = 0.41 
It is planned to use the a = .05 significance criteria , to have a .90 probability of 
rejecting the null hypothesis and to use four independent variables. Checking the 
power table (a= .05) for kb = 4 and power .90, the L value is found to be 15.41. It is 
decided a population R^ as small as .05 would be of interest and thus the effect size 
is determined to be 
F 2 = R 2 / l - R 2 = .4 i /o . 59 = 0.69 
N = L / F2 + k + 1 = 15.41 / .69 + 4 + 1 = 27. 
This has proved that the sample size is adequate 
Hypothesis lb: The external factors such as organizational culture, information 
sharing and structure of rewards have positive causal effects on 
the political component, sociopolitical support in an organization. 
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Table 15 Multiple Regression analysis on Hypothesis lc 
Dependent variable 
Socio-political support 
Control variables Beta Beta 
Gender -0.05 -0.09 
Age 0.13 0.12 
Level ofEducation 0.09 0.04 
Ethnic background 0.01 -0.08 
Years of service in the 0.05 -0.04 
organization 
Location ofheadquarters _6 54E"°^ 0.08 
Independent variables 
Organizational culture 0.20 
Information Sharing 0.31 * * 
Structure of the rewards 0.22 * 
R2 = 0.02 R 2 = 0.38 
F = 6.68 ** 
N= 105; * = p S - 0 5 * * = p S - 0 1 
The result of the multiple regression analysis has shown that 
Hypothesis lb is partially supported with information sharing and structure of 
rewards as the predictors for Socio-political support. Also the result has indicated 
that the demographic variables and the organizational culture have no significant 
effect on socio-political support. 
Similar to the testing of Hypothesis lb, a power analysis was 
conducted and the result has shown that the sample size is adequate. 
Hypothesis lc: The external factors such as organizational culture, information 
sharing and structure of the rewards have positive causal effects 
on the political component, understanding causal agents in an 
organization. 
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Table 15 Multiple Regression analysis on Hypothesis lc 
Dependent variable 
Understanding causal agents 
Control variables Beta Beta 
Gender -0.10 -0.06 
Age 0.12 0.12 
Level of Education -0.07 -0.12 
Ethnic background 0.07 -0.01 
Years of service in the 0.14 0.02 
organization 
Location ofheadquarters -0.07 0.01 
Independent variables 
Organizational culture 0.22 * 
Information Sharing 0.37 ** 
Structure of the rewards 0.13 
R 2= 0.09 R 2 二 0.46 
F = 9.17** 
N = 1 0 5 ; * = p < . 0 5 * * = p < . 0 1 
The result of the multiple regression analysis has shown that 
Hypothesis lc is partially supported with information sharing and organizational 
culture as the predictors Understanding causal agents. Also the result has indicated 
that the demographic variables and the structure of rewards have no significant effect 
on understanding causal agents. 
Similar to Hypothesis lb, a power analysis was conducted and it has 
shown that the sample size is adequate. 
Hypothesis ld: The external factors such as organizational culture, information 
sharing and structure of rewards have positive causal effects on 
the political component, access to resources in an organization. 
82 
Table 15 Multiple Regression analysis on Hypothesis lc 
Dependent variable 
Access to resources 
Control variables Beta Beta 
Gender -0.04 0.01 
Age 0.10 0.08 
Level of Education 0.11 0.48 
Ethnic background -0.04 -0.15 * 
Years of service in the 0.10 -0.02 
organization 
Location ofheadquarters -0.03 0.08 
Independent variables 
Organizational culture 0.41 ** 
Information Sharing 0.33 ** 
Structure of the rewards 0.14 
R 2 = 0.04 R 2 = 0.58 
F=14.39** 
N=105 ;*=p l_ .05 * * = p S - 0 1 
The result of the multiple regression analysis has shown that 
Hypothesis ld is partially supported with organizational culture, ethnic background 
and information sharing as the predictors o f , Access to resources. The result has 
indicated that the demographic variables, except ethnic background and the structure 
of the rewards both have no significant effect on , Access to resources. 
Similar to Hypothesis lc, a power analysis was conducted and its 
result has shown that the sample size is adequate. 
Hypothesis 2: The internal factors such as role ambiguity, self-esteem and locus of 
control have positive causal effects on the psychological components, 
meaning of the job, competence and self-determination in an 
organization. 
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Hypothesis 2a: The internal factors such as role ambiguity, self-esteem and locus of 
control have positive causal effects on the psychological component, 
meaning of the job in an organization. 
Table 17 Multiple Regression analysis on Hypothesis 2a 
Dependent variable 
Meaning of thejob 
Control variables Beta Beta 
Gender 0.02 -0.01 
Age 0.09 0.13 
Level ofEducation 0.05 0.02 
Ethnic background -0.22 -0.12 
Years of service in the 0.14 -0.06 
organization 
Location ofheadquarters 0.11 0.08 
Independent variables 
Role ambiguity 0.19* 
Selfesteem 0.59** 
Locus of control -0.01 
R2 = o.lO R 2 = 0.51 
F = 10.47** 
N= 105; * = p < . 0 5 * * = p < . 0 1 
The result of the multiple regression analysis has shown that 
Hypothesis 2a is partially supported with self esteem and role ambiguity as the 
predictors of, Meaning of the job. Also the result has indicated that the demographic 
variables and locus of control have no significant effect on, Meaning of thejob. 
Similar to the Hypothesis 1, a power analysis was conducted and its 
result has shown that the sample size is adequate. 
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Hypothesis 2b: The internal factors such as role ambiguity, self-esteem and locus of 
control have positive causal effects on the psychological component, 
competence in an organization. 
Table 18 Multiple Regression analysis on Hypothesis 2b 
Dependent variable 
Competence 
Control variables Beta Beta 
Gender 0.06 0.02 
Age 0.05 0.09 
Level ofEducation 0.10 -0.01 
Ethnic background -0.29 ** -0.23 
Years of service in the 0.22 0.08 
organization 
Location ofheadquarters 0.04 0.01 
Independent variables 
Role ambiguity -0.07 
Selfesteem 0.66 ** 
Locus of control -0.17 * 
R2=0.15 R 2 = 0.51 
F=10.59** 
N = 1 0 5 ; * = p S . 0 5 * * = p < . 0 1 
The result of the multiple regression analysis has shown that 
Hypothesis 2b is partially supported with self-esteem, locus of control and ethnic 
background as the predictors for, Competence. Also the result has indicated that the 
demographic variables, except ethnic background and role ambiguity have no 
significant effect on Competence. 
Similar with the above, a power analysis was conduct and its result has 
confirmed that the sample size is adequate. 
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Hypothesis 2c: The internal factors such as role ambiguity, self-esteem and locus of 
control have positive causal effects on psychological component, 
self-determination in an organization. 
Table 19 Multiple Regression analysis on Hypothesis 2c 
Dependent variable 
Self determination 
Control variables Beta Beta 
Gender 0.07 0.05 
Age 0.22 0.22 
Level ofEducation 0.15 0.12 
Ethnic background -0.26 ** -0.14 
Years of service in the 0.01 -0.11 
organization 
Location of headquarters 0.15 0.11 
Independent variables 
Role ambiguity -0.07 
Selfesteem 0.52 ** 
Locus of control 0.08 
R 2 = 0.17 R2 = 0.43 
F = 7.59** 
N = 1 0 5 ; * = p ^ . 0 5 **=p;1 .01 
The result of the multiple regression analysis has shown that 
Hypothesis 2c is partially supported with self-esteem and ethnic background as the 
predictors of self-determination. Also the result has indicated that the demographic 
variables, locus of control and role ambiguity have no significant effect on self-
determination. 
Similar to the above a power analysis was conducted and its result has 
confirmed that the sample size is adequate. 
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Hypothesis 3: The political components such as impact, sociopolitical support, 
understanding causal agents and access to resources and the 
psychological components such as meaning, competence and self 
determination have positive causal effects on the empowerment 
indicators, training, flexibility of the organization and the 
organization alignment towards empowerment. 
Hypothesis 3 can be broken into the following hypotheses; 
Hypothesis 3a: The political components such as impact, sociopolitical support, 
understanding causal agents and access to resources and the 
psychological components such as meaning, competence and self 
determination have positive causal effects on the empowerment 
indicator, training. 
Table 20 Multiple Regression analysis on Hypothesis 3a 
Dependent variable 
Training 
Independent variables Beta 
Understanding causal agents 0.08 
Impact -0.04 
Sociopolitical support 0.39** 
Access to resources 0.08 
Meaning of the job 0.13 
Competence 0.02 
Self Determination 0.13 
R2 = 0.32 
F=6.65** 
The result of the multiple regression has shown that Hypothesis 3a is 
partially supported with sociopolitical support as the predictor of Training. While 
impact, understanding causal agents, access to resources, meaning of the job, 
competence and self-determination have no significant effect on Training. 
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Similar to above, a power analysis was conducted and its result has 
confirmed the sample size is adequate. 
Hypothesis 3b: The political components such as impact, sociopolitical support, 
understanding causal agents and access to resources and the 
psychological components such as meaning, competence and self 
determination have positive causal effects on the empowerment 
indicator, flexibility ofthe organization. 
Table 21 Multiple Regression analysis on Hypothesis 3b 
Dependent variable 
Flexibility of the organization 
Independent variables Beta 
Impact 0.31** 
Sociopolitical support 0.15 
Understanding causal agents 0.26* 
Access to resources 0.05 
Meaning 0.13 
Competence -0.36** 
Self Determination 0.15 
R2 = 0.47 
F=11.62** 
The result of the multiple regression has shown that Hypothesis 3b is 
partially supported with impact, understanding causal agents and competence as the 
predictors of flexibility of the organization. While sociopolitical support, access to 
resources, meaning of the job and self-determination has no significant effect on the 
flexibility of the organization. 
Similar to above, a power analysis was conducted and its result has 
confirmed the sample size is adequate. 
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Hypothesis 3c: The political components such as impact, sociopolitical support, 
understanding causal agents and access to resources and the 
psychological components such as meaning, competence and self 
determination have positive causal effects on the empowerment 
indicator, organizational alignment towards empowerment. 
Table 22 Multiple Regression analysis on Hypothesis 3c 
Dependent variable 
Organizational alignment to 
empowerment 
Independent variables Beta 
Impact 0.36** 
Sociopolitical support 0.12 
Understanding causal agents 0.18 
Access to resources 0.18 
Meaning of the job 0.22* 
Competence -0.16 
Self Determination -0.11 
R2 = 0.55 
F==16.93** 
The result of the multiple regression has shown that Hypothesis 3c is 
partially supported with impact and meaning of the job as the predictors of 
organizational alignment towards empowerment. While sociopolitical support, 
understanding causal agents, access to resources, competence and self-determination 
have no significant effect on organizational alignment towards empowerment. 
Similar to the above, a power analysis was conducted and its result has 
confirmed the sample size is adequate. 
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Summary 
The model tested in this research was partially supported. Each 
hypothesis testing stated above has shown that the linear relation between the 
dependent variable and the independent variables are highly significant. Overall, the 
results also had shown that demographic variables have limited impact on the 
dependent variables except age has shown some impact in Hypothesis la, while 
ethnic background has same effect in Hypothesis ld, 2b, and 2c. This findings may 
imply that national culture may have some impact on the findings, although it is 
limited. 
Figure 3 is developed to show the relationship among the independent 
variables and the dependent variable in Hypothesis 1. The figure does not show the 
impact of the demographic variables as it has been proved that their relationship with 
the dependent variables are not highly significant. This is a schematic diagram 
showing the effects of external factors on political component only. It is not an 
illustration of the structural relationship. 
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Figure 3 A schematic diagram to illustrate the effects of external factors on political 
components. 
External factors Political components 
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Note: Insignificant beta coefficients are not shown 
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The above figure has indicated that the hypothesis is highly supported 
even though it is not fully supported. It shows that the external variables are good 
predictors for the political components of the empowerment process. 
Figure 4 is developed to show the relationship among the independent 
variables and the dependent variable in Hypothesis 2. The figure will not show the 
impact of the demographic variables as it has been proved that their relationship with 
the dependent variables are not significant. This is a schematic diagram showing the 
effects of internal factors on psychological components only. It is not an illustration 
of the structural relationship. 
Figure 4 A schematic diagram to illustrate the effects of internal factors on psychological 
components. 
Internal factors Psychological components 
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Note: Insignificant beta coefficients are not shown 
92 
The above figure has clearly shown that Hypothesis 2 is also partially 
support. Compare to Hypothesis 1，the findings for the Hypothesis testing in 
Hypothesis 2 have shown that not all the independent variables in the internal factors 
are significant predictor of the psychological components. In fact, it also shown that 
the main predictor is Self-esteem, while the factor locus of control is not significant 
at all. 
Figure 5 is developed to show the relationship among the independent 
variables and the dependent variable in Hypothesis 3. The figure does not show the 
impact of the demographic variables as it has been proved that their relationship with 
the dependent variables are not highly significant. This is a schematic diagram 
showing the effects of political components and the psychological components on the 
perceived empowerment climate. It is not an illustration of the structural 
relationship. 
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Figure 5 A schematic diagram to illustrate the effects of political components and the 
psychological components on the perceived empowerment climate. 
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The above figure has shown that the Hypothesis 3a, 3b, 3c are 
partially support. It also has shown that the flexibility of the organization is a 
common indicator for the employee to accept the process of empowerment. 
With a hindsight after the testing of the three hypotheses, the results 
have also shwon that the model being tested may not be structured as stated. With a 
better understanding on the model and to test the relationships among different 
factors, this research has further investigated the hypothesized causal relations by 
LISREL, which is a structural equation modeling method (J6reskog & S6rbom， 
1993). This testing of the hypothesized causal relations is mainly as an explorative 
purpose so as to develop a better understanding on the model developed in this 
research. 
To validate the measurement model, the analysis is performed in two 
steps. The first step is to investigate whether the indicators are valid measures of the 
theoretically deduced constructs. For this purpose, the indicators, except the internal 
factors which obviously cannot be grouped, are grouped according to theoretical 
assumptions. This research has employed a single indicator method which was 
developed by James, Mulaik and Brett (1982) and Kenny (1979) and has been used 
in past studies (e.g. Anderson and Williams, 1992; Wong, Hui and Law, 1998). 
Mathematically, the external factors are the average of organizational culture, 
information sharing and structure of rewards. While the psychological components 
is the average of meaning, competence and self determination and political 
components is the average of impact, sociopolitical support, understanding causal 
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agents and access to resources. At the same time, the perceived empowerment 
climate is the average of training provided, flexibility of organization and 
organizational alignment towards empowerment. The primary objective of this 
research is to examine the structural relationship between the two components and 
the perceived empowerment climate. 
In the second step, the causal relations between the 
constructs are analyzed according to the hypothesized structural model as 
stated in figure 2 (page 60). First of all, due to limitation of having a 
small sample size of 105, the significant level was set as 0.1 instead of 
0.05. Figure 6 depicts the model of relations between the different 
variables in the process model. Absolute Fit Measures. The Chi square 
(X2) value of 88.94 with 48 degree of freedom is statistically significant 
at the .000 significant level. Because the sensitivity of this measure is 
not overly affected by the sample size o f l05 , it can be concluded that the 
significant differences exist. 
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Note: The figures given are factor loading of causal relations with t-values in 
parentheses. 
Figure 6 - The empowerment process model (2) 
With the result of the structural equation modeling stated 
in figure 6，one can see that the original model proposed in this research 
may not be valid. In fact, the only variables that shown the causal 
relationship between the self-esteem and the psychological components. 
This causal relationship is shown by having a t value higher than the 
acceptable value of 1.64. Further study of the model in relation to the 
Goodness of Fit index has shown that the goodness of fit index (GFI) is 
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0.83, adjusted goodness of fit index (AGFI) is 0.75, normed fit index 
QS[FI) is 0.82 and non-normed fit index 0 ^ F I ) is 0.86. These index on 
the goodness of fit has also shown that the model is marginally 
acceptable at best as non-of the index is higher than the 0.90 acceptable 
value. The reason of this could be 1) the small sample size of 105 may 
not be significantly powerful in sustaining the study and 2) there is a 
strong multicollinearity among different variables. In fact, in the result 
of the LIRSEL analysis, it has also suggested that there may be a strong 
relationship between political components and the psychological 
components. 
To verify the model, this author has explored another 
study with a significant level being set as 0.10. The second study will 
take the assumption that the psychological components will actually 
affect the political components which will then create an impact on the 
perceived empowerment climate. 
Figure 7 depicts the model of relations between the 
different variables in the process model. The Chi square (X^) value of 
170.19 with 81 degree of freedom is statistically significant at the .000 
significant level. Because the sensitivity of this measure is not overly 
affected by the sample size of 105, it can be concluded that the 
significant differences exist. 
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Figure 7 - The empowerment process model (3) 
With the result of the structural equation modeling stated 
in figure 7, which stated a better causal relationship, comparing with 
figure 6, among the different variables. These causal relationship is 
shown by having a t value higher than the acceptable value of 1.64. In 
fact, it has shown that other than the relationship role ambiguity and 
locus of control with the psychological components, the result of this 
analysis has proved that there is causal relationship between the other 
variables as stated in the model. Further study of the model in relation to 
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the Goodness of Fit index has shown that the goodness of fit index (GFI) 
is 0.83, adjusted goodness of fit index (AGFI) is 0.75, normed fit index 
(N¥l) is 0.82 and non-normed fit index psfNFI) is 0.87. These index on 
the goodness of fit has also shown that the model is marginally 
acceptable at best as non-of the index is higher than the 0.90 acceptable 
value. The reason of this could be 1) the small sample size of 105 may 
not be significantly powerful in sustaining the study and 2) there is a 
strong multicollinearity among different variables. To conclude, the 
perceived empowerment climate is actually influenced by the political 
components which is influenced by the psychological components, 
instead the psychological components and political components 
influencing the perceived empowerment climate independently. 
The above analysis has provided an interesting insight on 
the Model of the empowerment process developed in this research. This 
new insight actually has formed an important step for the future research 
on exploring the process of empowerment. However, this insight should 
also be cited as a limitation for this research. 
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Chapter 10 
Discussion and Conclusions 
This discussion will begin with a short summary of the results and 
their implications. It will also provide an overview of the possible reasons for the 
lack of significance of some of the variables in the model and with the hindsight 
provided by having seen the results. Lastly this section will also provide a possible 
direction for the future research on the construct. Furthermore, the limitations of the 
study, and revisions to the current model will be explored. Concluding remarks 
including theoretical contributions as well as practical implications for managers will 
also be offered. 
Overview on the findings 
The primary purpose of this research is to provide a clearer 
understanding on the construct, empowerment. Based on the established argument 
that empowerment is a process and the development of a process model in studying 
the construct, this research has employed an empirical study in an industry. This 
research intends to answer the questions of 1) what is empowerment? 2) What 
factors that will affect employee's perception, either positive or negative, on the 
empowerment process in the organization? 
The model proposed is summarized by Figure 2 in page 60 of Chapter 6， 
in which have laid out a process of empowerment and the factors that have effects on 
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it. The data in this study has proven that empowerment is achieved through a 
process of change of which contains both the political and psychological 
components. The empirical analysis has also supported the argument that the 
internal factors and external factors trigger the empowerment process. Influenced by 
the internal and external factors, the organizations will develop a process of change 
on the political components and the psychological components. This process of 
change will establish an environment for having empowerment in the organization, 
but such process of change is not the real meaning of empowerment. In fact, as per 
the definition used in this research, the real meaning of empowerment based on the 
employees' perception on the empowerment process. This research is intended to 
measure this perception and to investigate the relationship between the employee's 
perception and the empowerment process. 
The diagrams from figure 3, figure 4 and figure 5 have depicted the 
relationship among the different variables in the empowerment process. From the 
testing of Hypothesis 1 and 2, this research has confirmed the argument that both 
political components and psychological components play an important role in the 
process of empowerment. The data in this study has supported that political 
components play a more important role than the psychological components. This 
study has shown that employees have a better perception on the organizational 
setting on empowerment if they have a better understanding of the organizational 
culture and also the sense of control by being informed and being rewarded. On the 
other hand, in the sense of the psychological development of the employees, self-
esteem plays an important role in the empowerment process. Employees will only 
have a positive perception on empowerment in an organization if they feel that they 
are being respected and obtain a sense of self worth from the job. The empirical 
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study has shown both locus of control and role ambiguity are not as an important 
predictor for the empowerment process as self-esteem. This could be an indicator to 
show that the sense of having power within the employees is not as an important 
factor as the previous researchers or business practitioners have tried to establish. 
This could lead to the belief that empowerment is not in a sense of delegation of 
power and in fact this misconception has led to failures in the empowerment program 
in the organization. 
In testing hypothesis 3, this research has also revealed the employees' 
perception on their worthiness, i.e. feeling doing a meaningful job and feeling having 
impact on the organization, have great implications on whether they have a positive 
perception on the empowerment or not (Figure 5). At the same time, employees' 
perception on having the sociopolitical support, understanding the causal effects in 
the organization, and feeling competent to do the job, can positively predict the 
employees' perception about the organizational setting which leads them to favor 
their decision in being empowered. The testing of Hypothesis 3 also indicates that 
the employees' perception on the positive environment in executing empowerment is 
based on the three indicators developed. However, the findings also have revealed 
that having self-determination and having the accessibility to the resources have 
limited impact in predicting the outcome of having employees to choose to be 
empowered. This phenomenon may explain that empowerment is mainly a feeling 
from within and it is difficult to inject empowerment from without, although this 
feeling from within does have to be grown by having the right political (i.e. 
environmental) settings in the organization. Lastly, the study of the perceived 
empowerment climate have shown that all three factors, i.e. training provided, 
organization alignment to empowerment and flexibility of the company, have 
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implications on affecting the employee's perception on empowerment process. The 
findings also indicate that the flexibility of the organization is a key factor affecting 
such a perception. This also implies that to "manage" empowerment well, 
organization leaders need to develop high flexibility in the organization. 
To summarize, the empirical findings have further enhanced the 
following arguments. 1) Empowerment is a generated perception by a process of 
change with the political components and psychological components. 2) The 
political components play more important role than the psychological components in 
developing the organizational setting for having empowerment. 3) To enhance the 
process of empowerment, organizations need to develop a better sense of self worth 
among the employees, as having a better sense of self-worthiness is an important 
indicator for having the employees to pick the choice of being empowered. 4) Also 
to ensure empowerment is being managed well in the organization, an organization 
needs to develop its flexibility. 
Limitations and Directions for Future Research 
Embedded within the study lie several methodological limitations. 
First, given the marginal reliability of the locus of control scale (Apha = .64), the 
locus of control findings should be interpreted with caution. Second, national culture 
may be a factor to be analyzed as empowerment may be a culturally biased construct. 
In fact, this has been shown in the testing of Hypothesis ld, 2b and 2c whereby 
ethnic background has been indicated as a significant variable. However, in this 
research, national culture was not taken as one of the variables in the process of 
empowerment. This may be an important area for future researcher to touch on. 
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Thirdly, the location of headquarters has been controlled and this research has not 
been exploring the effects of culture (i.e. whether the company is a US based or 
Hong Kong based) in the empowerment process and this research does not have 
sufficient data to examine this further. 
Another limitation of this research is on the common method variance 
issue in this research. Since the data obtained in this research are from the same 
source, this will restrict the data to not much variance sine it is the same person who 
provides the information and thus may have biases and restriction of range. 
As stated in the result of the correlation analysis, there is an indication 
that there are multicollinearity among the variables. This multicollinearity may have 
impact on the causal relationship among the variables in the empowerment process. 
The result of the structural equation modeling also has indicated that 
the model on the empowerment process may need to be modified and the need for 
the modification on this model also forms another limitation on this research. 
Lastly, the small sample size, although it is supported by the power 
analysis, may also form another limitation of this research. 
However, this research does represent some progressive steps towards 
understanding the concept of empowerment in an organization. This research has 
also taken a more holistic approach in understanding the construct, empowerment. 
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The findings of this research has confirmed that empowerment is more than just an 
ad hoc Human Resources Program. Instead, it involves lot of organization 
development factors in an organization. Future research can use the findings of this 
research in exploring the issue of empowerment in the organization development 
perspectives. Based on the findings of this research, organizational development 
programs such as performance management and rewards system, communication 
program, and team building program can be variable tools in developing the concept 
of empowerment in an organization. In fact, the findings of this research can be used 
as a starting point in studying organizational development in the employee 
empowerment perspectives. 
Future research can also explore the possibility of using the model 
developed in this research in measuring the perceived degree of empowerment in an 
individual organization. The result of such measurement will establish a good 
grounding for developing different Organizational Development Strategies in 
managing the fast pace of change in the organizations. 
This research does have contributions to the theory development in 
studying empowerment. Also with the findings from this research, future researchers 
can take a more holistic approach i.e. considerations should be made in both the 
psychological aspect and the environmental aspect of the organization, in studying 
empowerment and its impact in the organization. 
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Research implications 
To summarize, there are two main emphases in the previous studies on 
the empowerment construct. Firstly, empowerment was studied in the psychological 
sense (Conger, 1989; Conger and Kanungo, 1988; Eylon, 1993; Guiterrex et al., 
1995; Khan, 1997; Keller, 1995; Perkins, 1995; Spreitzer, 1995a, 1995b, 1996; 
Thomas and Velthouse, 1990; Thorlakson and Murray, 1996; Zimmerman, 1990; 
Zimmerman et al., 1992; Zimmerman, 1995). On the other hand, empowerment was 
viewed in the sense of delegation of power or authority to the employees (Bowen and 
Lawler, 1992; Brymer; 1991; Bushe et al., 1996; Ford and Fottler, 1995; Kom, 1993; 
Randolph, 1995). However, it seems that there are limited empirical studies on what 
exactly empowerment is. This research reveals that empowerment the employees' 
perception on a process of change. This process of change is generated based on the 
interaction between the psychological and political components in the organization. 
The employee's perception on these changes will lead to a change of employee's 
behavior i.e. if they would like to be empowered or not. This research also indicates 
that the changes in psychological sense and the political system in the organization 
both have direct impact on employee's attitude towards the empowerment process. 
To have the right environment in "having" empowerment in an organization, it is 
important that a right political setting has to be set up. However, in order to 
"manage" empowerment in the organization, organization leaders need to develop 
the sense of empowerment from within the employees by ensuring employees get the 
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sense of self worthiness. This research also finds that the flexibility of the 
organization plays an important role in developing a positive perception on the 
empowerment process. 
On the other hand, the limited impact of the variable, locus of control, 
in the empowerment process has shown that the sense of power is not an important 
factor in the empowerment process. This point is further established in Figure 6, the 
testing of Hypothesis 3, whereby the variables, self-determination and access to 
resources have limited contribution in predicting the empowerment indicators. This 
phenomenon can also be explained by the fact that the sense of being in control, i.e. 
possession of power, is not as an important factor as one think in the process of 
empowerment 
Practical Implications 
With an established model of empowerment as a process in this 
research and the findings by the empirical study, this research could be used in 
establishing practical implications of this study. In fact, the model of empowerment 
process developed in this research has created the possibility of establishing a 
measurement scales in studying the readiness of the organization in employing 
empowerment in the organization. 
Previous literatures have been advocating developing a measurement 
scale in understanding the degree of empowerment in an organization (Bowen and 
Lawler, 1992, Ford and Fottler, 1995). However, there was limited empirical 
research done in developing a measurement tool or model in observing the degree of 
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empowerment in an organization. According to the findings in this empirical 
research, the degree of empowerment in an organization can be measured according 
to the changes in psychological and the political components. To define, the degree 
of empowerment is an index calculated based on the psychological and political 
components, which are generated as the results of the changes on the internal and 
external factors. This index can show the degree of empowerment in an organization 
and it is a predictor to show if the organization has the right setting for the employees 
to take the choice ofbeing empowered. 
In this study the index of the empowerment is calculated based on the 
means of the psychological and political components which is in the scale of 1 to 7 
(This is so for the sake of conforming to the 1-7 scale used in the questions), 
whereby the minimum is 1 while the maximum is 7 and the midpoint is 3.5. 
Empowerment in the form of a continuum model 
Based on the arguments in this study and a review of the previous 
literature (Ford and Fottler, 1995; and Bowen and Lawler III, 1992), it is concluded 
that empowerment could be expressed is in a continuum format. To analyze the 
status of empowerment in an organization, a continuum model of empowerment is 
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Figure 8 The Continuum Model of Empowerment 
In the above model, an index based on the means of psychological and 
political components could be calculated to reflect the degree of empowerment. This 
index is based on the employee's perception on the changes in the psychological 
components and the political components in an organization undergoing 
empowerment. 
What is empowerment in a practical sense? 
The continuum model developed above can be used to measure the 
status of empowerment process in an organization and this measurement can indicate 
what empowerment is. When empowerment is indicated as an outcome, the 
organization will generally provide clear guidelines in establishing the rule of 
empowerment and power or authority are spread or delegated within the organization 
according to "the policy" of empowerment. Brymer (1991) best describes this 
phenomenon as structured empowerment. In structured empowerment, clear 
guidelines have been established. Under this circumstance, empowerment is 
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regarded as a process of re-distribution or delegation of power. Being an outcome, 
empowerment is taken in the view of delegation of power and this is best describe by 
Eylon,s (1993) view of having empowerment in an organization. In fact, this is in 
alignment of what previous researches have indicated that the structured 
empowerment is more enabling instead of empowerment. 
Under this type of condition, employees will feel that they are 
empowered only within the guidelines given and they are generally holding the "cost 
and effect" attitude towards the empowerment process. The impact of empowerment 
in the organization remains positive only when employees realize that the cost, such 
as taking risk and putting into extra efforts, of participating in the empowerment 
process is higher than the benefits gained. Otherwise, they will lose interest in being 
empowered. This type of phenomenon is described as an "enabling" instead of 
empowerment. In the enabling organization, employees have a clear understanding 
of where they are empowered and how they are empowered. 
On the other hand, the results of empowerment can be very different 
from the above phenomena. The results could be cognitive changes within the 
employees. The employees will act as being empowered even though there were no 
policies or guidelines established on how and where they are empowered. The 
results were not empowerment per se (i.e. power sharing), but other cognitive 
factors, which impact employees' attitudes towards their job. This kind of 
phenomena is best described by Spreitzer (1996) that a high-involvement work unit 
design provides opportunities for individual behavior and mind set and is viewed by 
middle managers as empowering. Also in her study, she had reviewed that 
empowered employees see themselves as integrated into the key political channels 
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for getting work done in the organizations with a participative climate. However, the 
stress of cognitive changes in the process of empowerment may only generate a 
sense of empowerment, as employees may not necessarily have the power or 
authority to execute actions in the organization. This is best described by Riger's 
(1993) view of having a sense of empowerment within the people. This kind of 
phenomena is called the empowered organization. In this type of organization, 
employees will feel empowered without a need for having a clear guideline. In their 
study of W 1 . Gore and Associates, Shipper and Manz (1992) have also described 
this type of phenomenon. In their study, they described the Gore management style 
as "Un-Management" and stated that "At Gore, each employee is at the heart of the 
empowerment approach." (Shipper and Manz, 1992: 59) This phenomenon will best 
be studied with the cognitive variables in the process of empowerment and 
empowerment is viewed as a mediator, which facilitates cognitive changes within the 
employee, not an outcome. 
Further, empowerment can both be a mediator and an outcome of a 
process. Under this condition, the process of empowerment does not only generating 
cognitive changes within the employees but also involves changes in the political 
structure that supporting the outcome of the empowerment process. Eylon's study on 
the construct (1993) as not only having empowerment but also managing it describes 
this phenomenon. This phenomenon is called the real empowerment and the 
organization that possess the real empowerment as empowering organization. 
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The Continuum Model of Empowerment 
Based on the above argument on the index of empowerment and the 
continuum model of empowerment, the model can be further developed as a 
measurement tool in studying the different levels of empowerment in the 
organization. 
To categorize the different levels of empowerment, the continuum 
model can be developed into four different zones as illustrated in the following: 
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Figure 9，The Continuum Model of empowerment II 
In Figure 9，Zone A is whereby both the psychological components 
and the political components are low, i.e. not much environmental or individual 
efforts to implement empowerment, in an organization. In this Zone, there is a low 
degree ofempowerment in the organization and this type of organization is named as 
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a Mechanical Organization. In fact, in some of the organizations or in some jobs in 
the organization, there is limited space for the employment of the empowerment 
concept. If a manager is managing a department or a company whereby all jobs are 
done on a routine basis, the needs of empowerment is limited and we should not 
superimpose the concept of empowerment in this type of organization. 
In Zone B, the political components are high while there is a low level 
of psychological components. In this type of organization, the political system 
supports the empowerment process, but there is a lack of strong leadership in 
carrying it out. This phenomenon can be explained as the fact that empowerment is a 
process of delegation of power or authority. This type of organization instills 
sufficient "structural" support for empowerment and employees are being enabled to 
do the job. This type of organization can be categorized as enabling organization, 
and this type of empowerment is named as a directed empowerment. In this type of 
organization, employees feel comfortable to make decisions based on the guidelines 
provided but if decisions have to be made out of the boundaries, they will call upon 
the manager. 
In Zone C, the political components are low but there is a high 
psychological component. In this type of organization, the leaders, who instill more 
psychological based efforts such as developing self esteem among the employees, are 
perceived to be supportive in the process of empowerment, but there is a lack of 
political system in supporting it. Employees in this type of organization will possess 
a sense of empowerment, even though they may not have the real power and 
authority in making decision. In fact, the control of power may still be in the 
possession of the leader. This type of organization is named an empowered 
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organization, in which, the concept of empowerment is purely based on its 
leadership. In this type of organization, a strong leader triggers cognitive changes 
within the employees, which leads to a sense of empowerment. However, 
empowerment cannot be sustained if there is a change of leader. 
In Zone D, there is both a high levels of political and psychological 
components. In this type of organization, the empowerment process is strongly 
support by both the political system and also its leadership. In this type of 
organization, employees are not only having a sense of empowerment, but also are 
enabled to perform the job with authority and power. Organization, which falls into 
this category, is classified as the empowering organization. 
Empowerment - A choice of the employees 
The above arguments have explained what factors that will trigger the 
process of change in the empowerment process and it does explain what is 
empowerment in the management perspective. However, as discussed in the 
previous arguments in this research, the employees do have a choice to make in the 
process of empowerment. Employees may just choose not to be empowered! This is 
why it is important to address the employee's choice as part of this research. 
This research employs the concept of empowerment indicators to 
explain this phenomena of employee's perspective in the empowerment process. 
The empowerment indicator is a list of factors that actually will affect employee's 
decision in choosing to be empowered or not. By calculating the means of the 
empowerment indicators, one can obtain an index to indicate the possibility that 
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employees will make a positive choice in the empowerment process i.e. they decided 
to be empowered. The higher the index obtained will indicate that the employees 
will pick the choice of being empowered. To conclude, in order to ensure a full 
understanding on what empowerment is one should also study the empowerment 
indicators, which predicts whether employees will take the empowerment process 
positively or not. 
Conclusion 
This research is conducted with the holistic approach on viewing the 
process of empowerment and to search for its meaning to the employees. The 
findings of this research have developed a clearer understanding on the construct of 
empowerment. The business practitioners can take the model developed in this 
research, as a base in understanding the concept of empowerment and this model has 
concluded that empowerment is more than a delegation of power. Rather, 
empowerment is in a process of change in the ways of how employee should be 
managed. 
Furthermore, this research has proven that empowerment is not just 
another Human Resources Program. Rather, it involves different factors, which have 
a direct impact on the management style and the organization structure of the 
company. To develop the concept of empowerment in an organization, there is a 




Although both management scholars and researchers have studied 
empowerment, little empirical work has been performed. This has led to an 
inadequate conceptualization of what empowerment really is. The establishment of 
the model in this research may provide a useful framework for future researchers. 
The discussion of the findings in this research is more on developing a model in 
measuring different degree of empowerment in the organization. In fact, it also has 
indicated that empowerment is not really for everyone or every organization, as it all 
depends on the type of people or organization one is managing. 
Finally, this research has developed direction for future researchers or 
business practitioners in dealing with the empowerment issue in a more holistic 
approach. This research has also developed a more concrete concept on what 
empowerment actually is, and this will lead to great contribution to the future theory 
development in studying the construct, empowerment. 
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The questionnaire designed is based on the previous literatures and it is divided into 
the following categories; 
a. Antecedents of empowerment 
In this research, the antecedents of empowerment are divided into two main factors, 
namely the internal factors and external factors. 
The internal factors are role ambiguity, self-esteem and locus ofcontrol, while the 
external factors are the organizational culture, information sharing and structure of 
rewards. 
The internal factors 
1. Role ambiguity (Spretizer, 1996) 
The lines of authority are not precisely defmed in my organization 
Most tasks performed at the lower levels of the total units are not well defined in my 
organization 
Goals are not well defined for the total unit in my organization 
2. SelfEsteem (Pierce et al. 1989, Organization based self esteem scale) 
I count around here 
I am taken seriously around here 
I am important around here 
I am trusted around here 
Around here there is faith in me 
I can make a difference around here 
I am valuable in around here 
I am helpful around here 
I am efficient around here 
I am cooperative around here 
1 Locus ofControl (Valecha, G.K. and Ostrom, T.M., An abbreviated measure of 
internal, external Locus of Control) 
A. Many ofthe unhappy things in people's lives are partly due to bad 
luck 
B. People's misfortunes result from the mistakes they make 
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A. In the long run, people get the respect they deserve in this world 
B. Unfortunately, an individual's worth often passes unrecognized no 
matter how hard he/she tries 
A. Without the right breaks, one cannot be an effective leader. 
B. Capable people who fail to become leaders have not taken advantage 
of their opportunities. 
A. Becoming a success is a matter of hard work; luck has little or 
nothing to do with it. 
B. Getting a good job depends mainly on being in the right place at the 
right time. 
A. What happens to me is my own doing. 
B. Sometimes I feel that I don't have enough control over the 
direction my life is taking. 
A. When I make plans, I am almost certain that I can make them work. 
B. It is not always wise to plan too far ahead, because many things tum 
out to be a matter of good or bad fortune anyway. 
A. In my case, getting what I want has little or nothing to do with luck. 
B. Many times we might just as well decide what to do by flipping a 
coin. 
A. Who gets to be boss often depends on who was lucky enough to be in 
the right place first. 
B. Getting people to do the right thing depends upon ability; luck has 
little or nothing to do with it. 
A. Most people don't realize the extent to which their lives are 
controlled by accidental happenings. 
B. There is really no such thing as "luck" 
A. In the long run, the bad things that happen to us are balanced by the 
good ones. 
B. Most misfortunes are the result of lack of ability, ignorance, laziness, 
or all three. 
A. Many times I feel that I have little influence over the things that 
happen to me. 
B. It is impossible for me to believe that chance or luck plays an 
important role in my life. 
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The external factors 
1. Organizational Culture (Spretizer, 1995a) 
Describe the operating values of the organization in which the manager 
works; 
Participation and open discussion. 
Flexibility and decentralization. 
Assessing employee concems and ideas 
Creative problem solving processes 
Human relations, teamwork, cohesion. 
2. Information sharing (Spretizer, 1995a) 
I have access to the information I need to do myjob well 
I understand top management vision of the organization 
I understand the strategies and goals of the organization 
3. Structure of rewards (Questions designed by this author) 
The scale of pay is related to the individual'sjob performance in this organization 
Promotion is related to the individual'sjob performance in this organization 
Pay increase is related to the individual'sjob performance in this organization 
Empowerment process 
Political components and the psychological components measure the empowerment 
process. 
The political components are measured by different factors, namely, sociopolitical 
support, understanding ofthe causal agents and access to resources. On the other 
hand, meaning, competence, self-determination and impact measure the 
psychological components. 
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The political components 
1. Sociopolitical support (Spretizer, 1996) 
I have the support I need from my superior to do my job well 
I have the support I need from my peers to do myjob well 
I have the support I need from my subordinates to do my job well 
I have the support I need from my workgroup or team to do my job well 
2. Understanding of the causal agents (Concept based on Zimmerman, 1995, 
Questions designed by this author) 
I understand the operational systems in this organization. 
I understand the operational standards in this organization. 
In this organization, I will be rewarded if my performance is according to the 
standards set by management. 
3. Access to resources (Spretizer, 1996) 
I have access to the resources I need to do my job well 
I can obtain the resources to support new ideas and improvement in my unit 
When I need additional resources to do myjob, I can usually get them 
The psychological components 
1. Meaning (Spretizer, 1995a) 
The work I do is meaningful 
The work I do is very important to me 
My job activities are personally meaningful to me 
2. Competence(Spretizer, 1995a) 
I am confident about my ability to do my job 
I am self-assured about my capability to perform my work 
I have mastered the skills necessary for myjob 
3. Self determination (Spretizer, 1995a) 
I have significant autonomy in determining how I do myjob 
I can decide on my own how to go about doing my work 
I have considerable opportunity for independence and freedom in how I do myjob 
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4. Impact (Spretizer, 1995a) 
My impact on what happens in my department is large 
I have a great deal of control over what happens in my department 
I have significant influence over what happens in my department 
The results of empowerment process 
The results are measured by the following attributes of the empowerment, which are 
stated as empowerment indicators. Concept of the attributes are based on the 
previous literatures (Bergmann and De Meuse, 1995; Khan, 1997，Ford and Fottler, 
1995), questions designed by this author 
1. Flexibility 
In this organization front line employees can suggest and implement improvements 
to their work without going through too many levels of approval. 
The technology and physical design ofthis organisation is flexible enough to permit 
restructuring based on new management concept. 
It is possible to organize your work, so that employees can take more responsibility 
and make decisions in their work. 
2. Training 
This organization has adequate support functions, such as human resources, 
engineering, and maintenance, that can help employees by providing information, 
coaching, and training. 
Front line employees have the skills needed to take greater control of theirjobs. 
Management is willing to invest the money in training all employees to be able to 
move toward new management practices. 
3. Accountability 
There is enough complexity injobs to allow for initiative and decision making in this 
organization. 
Overall, employees are interested and willing to be empowered and be accountable 
for it. 
4. Trust 
The managers are willing to share control and authority as the organization is moving 
toward ahead. 
The management believes that front line employees can and should make the 
majority of decision that affect how they do theirjob. 
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5. Confidence 
The managers are willing to adjust responsibility downward and radically change 
their own roles and behaviors. 
The top management understands that developing empowerment concept is a lengthy 
and time-consuming process and is willing and able to make the investment. 
6. Credibility 
This organization has a history of following through on initiatives on new 
management practices. 
This organization has an overall culture, vision and values support new management 
ideas. 
The top management is willing to adjust responsibility downward and change its own 
roles and behaviors. 
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